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ABSTRACT
Following the worst financial crisis since the great depression, the United States has
experienced three consecutive years of unemployment above 8%. The current economic
situation has pushed the economy to the forefront of the 2012 Presidential election. At the
heart this partisan economic debate is the issue regarding the size of the Federal Government.
The objective of this thesis is not to debate the politics of how big the Federal Government
should or should not be. I merely point to the current economic situation and the partisan
debate because I believe they are masking a potential issue which will impact the efficiency and
quality of the services provided by the Federal Government - the issue of employee retention.
Specifically, this thesis focuses on the voluntary turnover of top performing talent. Regardless
of one's beliefs regarding the size the Federal Government or what role it should play, it is hard
to debate the need to employ talented, productive, and innovative leaders within the
government. In this regard, the Federal Government is no different than any private business.
As the world shrinks and technology rapidly changes how we live and work, the demands of
managing a business or running a government have become increasingly complex.
This thesis uses the United States Postal Service (USPS) as a case study to illustrate some of the
employee retention challenges facing the Federal Government and how the agency has
implemented policies and strategies to improve its ability to retain employees. During this
difficult time in its history, it is increasingly important to attract and retain talented employees.
The USPS is now facing financial uncertainty, a rapidly changing marketplace, and intense
competition from the private sector for its top talent. This thesis will attempt to reconcile these
and many other factors impacting turnover in the USPS and highlight what USPS is doing and
recommend potential actions to improve employee retention.
Thesis Supervisor: John Van Maanen, Thesis Supervisor
Title: Erwin H. Schell Professor of Organization Studies
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Chapter 1 Introduction
Three and a half years after the 2008 financial crisis, the United States (US) and much of
the world are still struggling to achieve sustained economic growth. The worst financial crisis
since the great depression has left the US with three consecutive years of unemployment rates
above 8% (Appendix, Figure 1-Al), a federal deficit which has increased by 183% to $1.2 trillion
since 2008, and skyrocketing national debt of almost $15.5 trillion at the end of 2011
(Appendix, Figure 1-A2). The current economic situation and uncertain growth projections have
pushed the economy to the forefront of the 2012 Presidential election. Americans are looking
for a President who can not only quickly drive an economic recovery but who can create a path
of stable, sustainable economic growth going forward.
At the heart this partisan economic debate is the issue regarding the size of the Federal
Government. The objective of this thesis is not to debate the politics of how big the Federal
Government should or should not be. I merely point to the current economic situation and the
partisan debate because I believe they are masking a potential issue which will impact the
efficiency and quality of the services provided to the American public by the Federal
Government - the issue of employee retention. Specifically, this thesis focuses on the voluntary
departure of highly capable, top performing talent. Regardless of one's beliefs regarding the
size the Federal Government or what role it should play, it is hard to debate the need to employ
talented, productive, and innovative leaders within the government. In this regard, the Federal
Government is no different than any private business. As the world shrinks and technology
rapidly changes how we live and work, the demands of managing a business or running a
government have become increasingly complex. The need to build effective public/private
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partnerships across all sectors to enable the United States to stay on top of the global economic
ladder requires talent on both sides; the Federal Government needs to be a competitive
employment option for highly talented people.
This thesis uses the United States Postal Service (USPS) as a case study to illustrate some
of the employee retention challenges facing the Federal Government and how the agency has
implemented policies and strategies to improve its ability to retain employees. Similar to many
private sector firms, the USPS has been significantly impacted by the economic recession. In
addition, USPS finds itself struggling financially due in part to disruptive technologies which
have radically changed the business environment in which it operates. In order to remain
viable, the USPS, more than 235 year old, must transform its business model to adapt to
changing customer needs in the increasingly digital world.
The Post Office Department, created in July 1775 by the second Continental Congress,
was transformed into the United States Postal Service in 1971 (USPS, 2007, p. 3). As a quasi-
government agency, the USPS is an independent entity under the executive branch of the
Federal Government. It's mission, as stated in Title 39 of the U.S. Code:
"The Postal Service shall have as its basic function the obligation to provide postal
services to bind the Nation together through the personal, educational, literary, and
business correspondence of the people. It shall provide prompt, reliable, and efficient
services to patrons in all areas and shall render postal services to all communities."
(USPS, 2006, p. 40)
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In order to accomplish its mission, USPS has built a system of more than 450 processing and
distribution facilities, and 35,000 post offices, stations and branches connected by more than
215,000 vehicles that traveled more than 1.25 billion miles to deliver over 170 billion mailpieces
to 151 million addresses across the United States in 2010 (USPS, 2011a, p. 4). A daunting task
which requires significant infrastructure, technology, and coordination, however, would not be
possible without the dedicated service of over 645,000 career and non-career employees. Over
half a million employees who are driven to not only deliver for the American people today, but
to once again transform the second oldest federal agency into a more flexible, competitive and
financially sustainable organization in order to continue to deliver into the future.
The transformation will not be easy. Challenged to operate like a business, yet
constrained by regulatory and legislative oversight, the USPS, a self-supporting government
enterprise receives no tax dollars to fund its operations. It has, however, aggressively pursued
both cost cutting and revenue growth initiatives. Unfortunately, even considering the fact that
USPS has experienced an increase in its package business by 5% (USPS, 2011b, p. 12) and
reduced its annual costs by more than $9 billion since 2008 (USPS, 2011b, p. 4), USPS finished
2011 with a financial loss of $5.1 billion dollars (USPS, 2011b, p. 2). In business, a firm's ability
to achieve sustainable long-term profits is based on how successfully the firm matches its
overall business model and strategies with market demands and how quickly it adjusts its
model and strategies as the market changes.
In the case of USPS, as mail volume began to decline in 2007, an inflexible business
model hampered its ability to adjust quickly. Since 2007, USPS has experienced a 21% decline in
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overall mail volume (USPS, 2011b, p. 23) (Appendix, Figure 1-A3). Some argue that USPS should
have seen this coming; with the onset of the digital age, hard copy communication was being
replaced by email, on-line bill payment, e-cards, etc. However, what no one predicted in 2006
was the worst economic recession since the great depression. What this situation illustrates, is
how quickly an organization's health can deteriorate when its business model cannot adapt to
rapid changes in the marketplace.
In 2002, the USPS issued a Transformation Plan in recognition that the changing time,
shifting market trends, and onset of disruptive technologies "compel a fundamental
transformation in our national approach toward the Postal Service" (USPS, 2002, p. 1). The plan
went on to say, "The future role of the Postal Service, however, is uncertain. For any
organization to remain viable and flourish, it must change. As technology, commerce, and
society evolve, so too must government and corporate business models. This is no less true for
the U.S. Postal Service than for any other enterprise" (USPS, 2002, p. 11). As a result of the
strategies outlined in the Transformation Plan, USPS generated a cumulative net income of $9.3
billion from 2003 to 2006, eliminated all its debt and was achieving record high service
performance levels (USPS, 2012, p. 3). USPS was successful during this period because the
strategies implemented were within its control and given the steady pace of change, USPS was
able to stay ahead of the curve. As noted above, however, USPS recognized further changes
were needed in order for achieve long-term viability.
In 2006, Congress passed H.R. 6407: Postal Accountability and Enhancement Act (PAEA),
in an attempt to address the inflexible USPS business model. As with most legislation, PAEA is
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very complex and far reaching. PAEA did provide some increased flexibility with regard to
pricing and product classification for the USPS products defined as competitive or shipping
services, which in 2011 accounted for 1% of volume and 14% of revenue (USPS, 2011b, p. 23).
However, PAEA imposed a price cap for all non-competitive products tied to the Consumer
Price Index for All Urban Consumers (CPI-U). PAEA increased the authority of the Postal
Regulatory Commission (PRC) with regards to pricing, classification and service oversight, and
required USPS to submit to the PRC a plan to modernize its service standards and to streamline
its network in an effort to address escalating fixed costs. PAEA also established a requirement
for USPS to pre-fund retiree health benefits, under which USPS is obligated to pay between
$5.5-$5.8 billion annually through 2016 (USPS, 2010b, p. 9). No other public or private company
is required to meet such an obligation.
Taken in combination, electronic diversion from hard copy communications, regulatory
and legislative oversight, high fixed structural costs and significant economic recession, the
USPS was caught in devastating downward financial spiral. Congressional legislation not only
challenges USPS to operate like a business, but also limits its ability to take the necessary steps
to structurally reduce costs and grow revenue. The uncertain future is starting to take its toll on
the key strategic asset of the organization, its employees.
The objective of this thesis is to study employee retention in United States Postal
Service (USPS). During this difficult time in its history, it is increasingly important to attract and
retain talented employees. The USPS is now facing financial uncertainty, a rapidly changing
marketplace, and intense competition from the private sector for its top talent. Attracting and
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retaining highly skilled top talent is even more difficult given government salaries are not
competitive with the private sector for these highly trained employees. The Congressional
Budget Office (CBO) released a study in January 2012 that shows federal employees with a
professional degree or doctorate earned 23 percent less pay and roughly the same benefits as
their counterparts in the private sector (CBO, 2012) (Appendix, Figure 1-A4). This thesis will
attempt to reconcile these and many other factors impacting turnover in the USPS and highlight
what USPS has been and is doing to retain employees.
The next chapter will review recent academic research in the area of employee
turnover. With more than 1,500 academic studies, the subject of employee turnover has been
heavily researched (Holtom, Mitchell, Lee, & Eberly, 2008, p. 232). I will provide a review of the
importance of human capital and a discussion of whether all employee turnover is bad for an
organization. I will then provide an overview of academic research since the late 1950's to
today and research aimed at understanding not only why people leave organizations but why
they stay. Finally, I will review specific research conducted on government turnover. It is
important for the USPS to understand the state of academic theory and research in order to
develop policies and strategies to effectively retain employees.
Chapter Three will describe the research methodology I used in studying employee
retention at USPS. Combining exit survey data and one-on-one interviews, a data collection
plan was designed and guided by specific areas of academic research aimed at understanding
the level of controllable high performer voluntary turnover in the USPS and the factors
motivating this specific segment of turnover. In addition, I will describe the design and purpose
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for studying organizational commitment among current employees and its potential use as a
predictor of future turnover.
Chapters Four and Five describe in detail the results and findings from the data analysis
and interviews. Chapter Four presents the quantitative study results designed to answer four
key questions: (1) Is voluntary turnover an issue at USPS headquarters? (2) What are the
contextual variables motivating turnover at USPS headquarters? (3) What is the current
organizational commitment of USPS headquarter employees? (4) What policies/practices have
been successful at improving employee retention? Chapter Five provides more quantitative
results; however, it focuses mainly on the qualitative findings of the study. This chapter
discusses employee retention in the USPS from three key perspectives, former employees,
current employees, and management. Chapter Five provides insight into how these three
groups perceive various aspects of employee retention, including, what motivates employees to
leave, whether turnover is, in fact, an issue the organization should be concerned about, and
the current level of employee organizational commitment.
In Chapter Six, I will summarize the research findings and offer a series of policy and
strategy recommendations for management to consider. In addition, I will outline potential
areas for future research within USPS and across other federal agencies.
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Overview of Academic Research on Employee Turnover
Invest or Not Invest in Human Capital?
In my experience, when asking a successful manager or leader to describe the keys to
their success, they almost always respond by praising their team: "We could not have done it
without such a great team" or "we are fortunate to have such great people in this organization"
or "I surround myself with great people." For decades organizational leaders across industries
have viewed their people as a potential source of competitive advantage and researchers have
conducted numerous studies in an attempt to link human capital to firm performance. In 1991,
Jay Barney developed a "resource based view of the firm" and argued that unique (impossible
to copy) resources and capabilities of a firm provide a sustained competitive advantage
(Barney, Wright, & Ketchen, 2001). This resource-based theory (RBT) acknowledges that a firm's
processes, practices, culture and the skills of its people, both tangible and intangible, play a role
in its ability to differentiate itself from competitors. Most significantly, however, studies have
shown the knowledge of a firm's workforce may be the most valuable and difficult to imitate
resource of all (Coff, 1997). Coff (1997) goes on to argue that not all knowledge is equally
valuable and that a firm's human capital over time acquires firm specific knowledge which
enables human resources to efficiently make decisions in line with corporate strategy and
reflective of the specific environment in which the firm is operating. It is this firm specific
knowledge that is most valuable to a firm but is also less marketable in some cases than more
general knowledge. For example, specific knowledge of the USPS automation equipment is
most valuable to the USPS given much of this equipment is not used by competitors or in other
industries. Whereas, the expertise and knowledge of a marketing specialist, who conducts
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Chapter 2
market research within the USPS, is more applicable in other companies and industries making
it more transferrable.
It is impossible to argue that human capital is not important to an organization. The
more relevant question is how important? A 2011 meta-analysis of the relationship between
human capital and firm performance attempted to answer this question (Crook, Todd, Combs,
Woehr, & Ketchen, 2011). The meta-analysis was based on 66 previous studies with 12,163
observations. The results confirmed that human capital is positively related to a firm's
performance and that specific human capital is a major factor (Crook, et al., 2011, p. 449).
A 1995 study performed by the Bureau of Labor Statistic reported that firms with more
than fifty employees spent approximately $37 billion on employee training from May to
October 1995, clearly indicating the importance organizations place on investing in employees
(BLS, 1995, Table 12). For illustrative purposes, assuming a consistent spend rate throughout
the year, total spend on formal and informal training was more than $74 billion in 1995.
Investing in human capital has become a core component of corporate strategy in many firms.
Wise investments benefit not only the employee but also the firm. These investments, both in
dollars and knowledge, are a key reason why employee retention is so critical. Like all
investments, organizations want to achieve a return on the investment in human capital and if
a large portion of its human capital leaves the organization, the return is low or even potentially
negative. Organizations not only lose the dollars invested in the employee when they leave but
other costs associated with employee turnover are also significant.
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Traditionally, the cost of turnover was estimated by considering the replacement costs
(recruitment, selection, hiring and training of new hires). However, additional direct and
indirect costs occur, including loss of productivity leading up to employees departure,
administrative work for managers and HR, potential loss of productivity of the stayers due to
departure of a "friend," and as mentioned earlier the loss of knowledge (Appendix, Table 2-Al).
The link between turnover and firm performance is efficiency (Kacmar, Andrews, Van
Rooy, Steilberg, & Cerrone, 2006, p. 141). Loss of knowledge, under staffing, and low morale of
remaining employees are just a few potential reasons for the loss in efficiency. Research has
shown that turnover has an immediate negative impact on efficiency and over time the
reduced efficiency will degrade firm performance (Kacmar et al., 2006, p. 134). While the cost
of replacing an employee can be greater than 100% of the vacant positions salary, Cascio (2006)
estimated that the total cost of employee turnover can range up to 200% of the annual salary
(Allen, Bryant, & Vardaman, 2010, p. 51). Given the high cost of turnover, the traditional belief
among organizational theorists was that organizations should work hard to minimize all
turnover.
Is All Turnover Bad?
While the cost of turnover is difficult to fully quantify, it is real and significant. However,
new research argues that it is also important for firms to realize that all turnover is not bad. The
notion of functional (beneficial) and dysfunctional (costly) turnover was introduced in the early
1980's (Dalton, Krackhardt, Porter, 1981). At this time, the idea that some turnover could be
good for an organization was contradictory to the traditional view that all turnover was costly.
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The concept of functional turnover does not assume away all replacement costs, it simply
argues that if employees with low or negative performance leave an organization and they are
replaced with higher performing employees, the organization overall will be better off. Firms
should not only understand the difference between functional and dysfunctional turnover, they
should also recognize some turnover is unavoidable, while some is controllable. These
categories are important when designing employee retention strategies and policies, allowing
the firm to target their efforts where they will have the most value to the organization. When
high performing individuals decide to leave an organization (dysfunctional turnover), there will
most certainly be an immediate negative impact on performance and the firm will incur
significant costs. Research has also indicated that the higher the level of the employee, the
more significant the impact, and that both employee and manager turnover has a direct impact
on unit level performance, and that senior management turnover will have a direct impact on
the firm performance (Kacmar et al., 2006, p. 141). For this reason, organizations need to focus
their resources and retention efforts on managing and reducing controllable voluntary
turnover.
Unavoidable situations, such as family relocations and health concerns, are impactful
yet uncontrollable. For this reason, much of the research on employee turnover over the last
thirty years has focused on understanding the motivating factors which drive voluntary
employee turnover. The increase awareness of what motivates turnover coupled with a better
understanding of how to classify turnover within an organization, has led many firms to adopt
retention policies and strategies aimed specifically at the employees (and employee
motivation) within their firm and under their control.
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It is increasingly important in today's environment to understand employee motivation.
There is a clear negative correlation between unemployment rates and quit rates in both the
private sector and the Federal Government (Figure 2-1). For this reason, firms need to
understand the intentions of their workforce on an ongoing basis. Figure 2-1, illustrates that if
firms ignore the factors that drive employees to leave during periods of high unemployment,
quit rates could quickly double when the economy turns around, unemployment declines, and
employee mobility increases.
Figure 2-1: US Unemployment Rates versus Quit Rates
(Source: Bureau of Labor Statistics, Quit Rates - http://data.bls.gov/pda/auervtool.is?survev=it &
Unemployment Rate - http://data.bis.gov/timeseries/LNS14000000)
Unemployment Rate vs Federal Gov't & Private Quit Rates
35
30
25 -
15
10
2006 2007 2008 2009 2010 2011
-+- Unemployment Rate -U-Federal Gov't Quit Rate -.- Private Sector Quit Rate
Source: Bureau of Labor Statistics
While this correlation can be used to anticipate increased turnover in the future, it also
sheds light on the fact that even during periods of high unemployment approximately 5% of
Federal Government and 17% of private sector employees still quit (BLS, 2012) (Appendix,
Figure 2-Al and 2-A2). Voluntary turnover during high unemployment periods is a signal to a
firm that high performing employees are leaving. The so called "best and the brightest" are
more likely to be successful in finding alternative employment during a tight job market. Taken
together, both of these phenomenon compel firms to constantly monitor turnover and
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employee intentions and design policies and practices that improve employee retention. This
constant focus is also driving academics to continue to pursue research in this field.
The next three sections review roughly fifty years of academic research on employee
turnover. I adopted a similar phasing of this period to that employed by Holtom, Mitchell, Lee,
& Eberly (2008). The last half century of research is divided into three phases: (1) Early
Research, Pre-1985, (2) Research, 1986-2011, and (3) Recent Trends, 2002 to present.
Early Research (Pre-1985) on Voluntary Turnover
Much of the early research on voluntary turnover was based on the belief that job
satisfaction (or, more precisely, lack thereof) was its driving motivation. In 1958, March and
Simon described two key factors underlying voluntary turnover: an employees perceived
desirability (e.g., job satisfaction) and their perceived ease of leaving the organization (Holtom
et al., 2008, p. 237). These two factors suggest that the process employees go through prior to
leaving an organization are complex, emotion and perception based. While perception is not
always reality, the fact remains that an employee's perception of their individual situation and
the internal and external environment they work in, does have a significant impact on their
attitude and behavior. As both the contextual variables impacting an employee's turnover
decision and the actual turnover process are further researched, organizations need to
understand a critical element of reducing employee turnover is to study, understand and
monitor its business environment from the employee's perspective.
As research advanced, many factors have been identified as contributing to an
employee's job satisfaction, including job roles and responsibilities, job stress, and future
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expectations. However, it was not until organizational commitment was introduced as another
motivating factor that the turnover models began to look beyond specific job-related aspects to
consider how broader organizational factors contributed to turnover. A number of studies have
identified organizational commitment as key factor in explaining employee behavior (Mowday,
Steers, Porter, 1979, p. 225). This was an important expansion of turnover research by
combining the daily activities and experiences of an employee (e.g., job satisfaction) with more
global organizational factors such as corporate goals, values and culture (e.g., organizational
commitment) to better understand why employee's leave organizations. It is often argued by
market researchers that consumers do not always act rationally. The same principle applies to
employees when it comes to turnover. By studying only job satisfaction, one may think an
employee with low job satisfaction is not acting rationally by staying with the organization. The
addition of organizational commitment to the turnover models demonstrated the need to look
beyond job specific aspects when examining an employee's decision to stay or leave an
organization. It is possible that an employee who dislikes their specific job still remains with an
organization because he or she has a broad and strong commitment to the goals and values of
the overall organization.
Porter and Smith (1979) defined organizational commitment as, "the relative strength of
an individual's identification with and involvement in a particular organization" (Mowday et al.,
1979, p. 226). Commitment can be characterized as having a strong positive affiliation with
organizational goals and values, a willingness to go above and beyond for the organization, and
a strong desire to belong to the organization (Mowday et al., 1979, p. 226). This definition of
organizational commitment goes well beyond the average employee's attachment to their
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organization. Such a strong emotional and personal connection with an organization clearly has
an impact on their willingness to leave it and is not created nor destroyed quickly. For this
reason, many have argued that the level of organizational commitment is a better, more stable,
predictor of turnover than any of the more volatile job satisfaction metrics typically measured
by organizations. Mowday, Steers and Porter developed an Organizational Commitment
Questionnaire (OCQ) (Appendix, Table 2-A2) to test this hypothesis and confirmed OCQ does
have a consistent positive predictive relationship with employee turnover (Mowday et al., 1979,
p. 243). While these results indicate the organizational commitment is a factor in predicting
turnover, it is not the only factor.
Another key factor identified during this period was the relationship which develops
between a leader and their employees. This leader-member exchange turns out to be critically
important to employees and is a strong predictor of employee turnover. The quality of the
specific individual relationship a leader has with each of their employees significantly impacts
the employee's organizational commitment. A personal unique leader-member relationship is
much more important than the leaders overall leadership style (Graen, Liden, Hoel, 1982).
Linking back to March and Simon's (1958) work on employee's perceived desirability, Graen,
Liden, and Hoel (1982) reported that the best relationships were ones where the leaders
frequently talked with employees, offered support and guidance, and were willing to work
alongside the employees to solve problems. These leadership practices demonstrated to
employees that the organization valued both their work and them, thus boosting the
employee's perceived desirability of their employer.
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The relationship between the employee and the leader is not the only relationship that
matters. When friends/co-workers leave an organization the impact of their departure can be
significant. The impact of turnover on those who remain in the organization depends on how
close those remaining (stayers) were to those who left (leavers). Krackhardt and Porter (1985)
analyzed the impact turnover has on the attitude of stayers. Their results indicated turnover
does impact stayers attitudes but that many factors (i.e., proximity to leaver, tenure with
organization, perceived reasons for friends departure, stayers job satisfaction prior to turnover,
turnover trend of organization) play a role in determining how much and in what direction.
They conclude more generally by saying: "Social networks are powerful forces in organizations,
forces that influence micro-level motives as well as more aggregated phenomena" (Krackhardt
& Porter, 1985, p. 260). This statement seems to be even more relevant today given the
explosion of social media and the pressures of the 24/7 connectivity of the world in which we
live and work.
As turnover models continued expanding to include factors such as age, tenure and
family responsibilities (Mobley, Griffeth, Hand, & Meglino, 1979), demographic fit (Wagner,
Pfeffer, & O'Reilly, 1984) and job tension (Sheridan and Abelson, 1983), a parallel track of
research developed focused on creating a better understanding of the overall process
employees go through leading to their decision to leave an organization. The complexities of
the employee turnover process include a combination of cognitive and behavioral steps
(Appendix, Figure 2-A3). The withdrawal process begins with an evaluation of an existing job,
experienced job satisfaction/dissatisfaction motivating the employee to begin to think about
quitting, followed by job search behaviors and the evaluation of alternatives, leading to an
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intent to quit/stay, and finally to a decision to quit/stay (Mobley, 1977). This initial model was
expanded to include moderating variables and alternative behavioral paths. For example, if an
employee is bound by a contract and is dissatisfied with their job and/or desires another
employment alternative, the employee may engage in other forms of withdrawal such as
increased absenteeism (Mobley et al., 1979, p. 250).
Research (1986-2001) on Voluntary Turnover
The next phase of research covering 1986 - 2001 saw a significant expansion in the
number and type of contextual variables incorporated into turnover models. In Figure 2-2,
Holtom, Mitchell, Lee and Eberly (2008) provide a nice overview of many of the variables added
to the turnover model as well as how the contextual variables combine with the turnover
process (and the factors within it) ultimately leading to an employee's decision to stay or to
leave an organization.
Figure 2-2: Turnover Model
(Source: Holtom, Mitchell, Lee, & Eberly, 2008, p. 241)
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A major research trend during this period was focused on incorporating more complex
organizational dynamics into the modeling. Various studies began to link an employee's
psychological state to various organizational factors including reward systems, group cohesion,
demography and overall culture (Holtom et al., 2008, p. 240). Strong evidence exists that the
more aligned an individual's preferences are with an organizational culture (norms and values),
the less likely they are to leave. This person-organization fit is a good predictor of turnover; the
less an employee "fits" with an organization and its culture, the more likely they are to leave
within the first two years (O'Reilly, Chatman, & Caldwell, 1991, p. 510). This research has shown
quantitatively that there is something to the idea of building a team that not only has the right
skills but the right "chemistry." The person-organization fit is critical in establishing the basis for
a potential long term relationship between employee and employer; however, many other
factors can change the strength of that relationship over time.
Literature with regard to organizational culture often describe a healthy culture using
terms like trust, fair treatment, respect, and value employee contributions. While this list is by
no means complete, it does point to an employee's desire to feel as though they are being
treated fairly and that their contributions are valued. If employees do not feel they are being
treated fairly or valued fairly by an organization they are more likely to seek employment in an
organization that has a culture more aligned with their expectations. For example, salary
disparity has a strong correlation with turnover. Lower salary employees in organizations with
wide pay disparity are more likely to feel they are being treated unfairly leading to their
turnover, conversely higher salary employees in organizations with wide pay disparity feel
advantaged and thus are less likely to leave. Interestingly, high salary employees in
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organizations with little pay disparity tend to feel disadvantaged and are more likely to leave
the organization (Pfeffer & Davis-Blake, 1992, p. 754). Pfeffer and Davis-Blake (1992) pointed
to the importance of not only whether pay disparity exists, but the employee's perception of
their individual location along the pay spectrum, as the critical element motivating leaving or
staying.
There are many ways organizations attempt to build stronger organizational
commitment among its employees. One common way is through formal and informal
mentoring systems. Mentoring relationships attempt to not only help new hires become
acquainted with an organization and its culture (values and norms) but also to offer longer-
term developmental support. Protege's who feel their mentors take a personal interest in their
career are more likely to stay with an organization. In addition, the higher the level of the
mentor, the more likely the employee is to stay (Viator & Scandura, 1991, p. 29). Research in
this area continues to evaluate the link between mentoring and turnover and many, like Lankau
and Scandura (2002), show that mentoring has an inverse relationship with actual turnover
(Payne & Huffman, 2005, p. 158). Research supports the link between mentoring and
organizational commitment. Employees who were mentored show higher levels of
organizational commitment after one year than those who were not mentored (Payne &
Huffman, 2005, p. 165). Therefore, developing personal, career development focused
mentoring programs increases organizational commitment, which in turn decreases the
likelihood of employee turnover.
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The implications of mentoring and other activities designed to increase an employee's
organizational commitment are critical for employee retention. As more and more factors were
included in turnover models and new tracks of research identified activities which impacted
organizational commitment, it became increasingly important to better understand the
dynamics involved in organizational commitment. Beyond the traditional attitudinal and
behavior component, Meyer and Allen (1991) argued organizational commitment was a
psychological state composed of three components, affective (a desire), continuance (a need),
and normative (an obligation) levels of commitment. This more refined dissection of
organizational commitment provided new insights into why employees were committed to an
organization. Understanding the difference between employees who have strong affective
commitment (e.g., they "desire/want" to stay) and those with strong continuance commitment
(e.g., they "need" to stay) is very important (Meyer & Allen, 1991).
The three component model can now be linked to the ever expanding list of contextual
variable to understand which variables may impact which component of commitment. For
example, family responsibilities may impact the continuance commitment because the cost of
leaving an organization is high given certain family obligations and responsibilities. This is
important for an organization to understand because if an employee's family situation changes,
the cost of leaving may not be as high and the employee may decide to leave. While each
component of commitment may be impacted by different variables, it is likely that employees
experience all of these components simultaneously. It is possible that an employee may feel a
strong desire (affective commitment) to an organization due to a great compensation package
yet they may feel no obligation (normative commitment) to remain with organization should a
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better alternative become known (Meyer & Allen, 1991, p. 68). It is for that very reason, that
Lee and Mitchell's (1994) turnover process theory was so significant. Understanding the process
employee's go through coupled with the contextual variables that motivate both thoughts of
quitting and ultimately the decision to quit, allow organizations to develop more effective
strategies aimed at improving employee retention.
Lee and Mitchell's "Unfolding Model of Voluntary Turnover" describes a series of
decision paths employees follow that ultimately lead to a turnover decision. In general,
employees first experience an event that initiates the quitting process, for some this is a
buildup of job dissatisfaction but for others it is a "shock" (a distinguishable event) that triggers
the employee to think about leaving. The "Unfolding Model" describes four paths for leaving;
each path illustrates how the employee interprets their environment, identifies alternatives,
and then responds. The decision frames or frames of reference, within which employees use to
move through the process are critical to the model. As employees interpret events, they
attempt to find scripts (readily available and accessible responses) to guide their actions (Lee &
Mitchell, 2001 p. 199). In general, the "Unfolding Model" has three stages; first, shock/no
shock, second, search for alternatives, and third, evaluation of alternatives.
Not only did the "Unfolding Model" stress the importance of understanding the
complexities of the turnover decision model, but it also provided a number of insights which
were counter to the traditional ideas of how people leave organizations. The shocks
represented in the model do not have to be negative. For example, an employee could inherit
a significant sum of money which then triggers their decision to seek alternative, less stressful
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employment. This example supports one of Lee and Mitchell's findings which showed that
many people leave even though they are satisfied with their job. Other findings include; many
people leave without searching for alternatives, decisions about leaving do not always reflect a
highly rational, expected value process, many people leave because a shock (positive or
negative) initiates a reconsideration process, and leaving takes different amounts of time
depending on which path is followed (Lee & Mitchell, 2001, p. 229-230).
Finally, while this period provided significant contributions in the areas of organizational
dynamics and turnover process, expansion of the contextual predictive variables also
continued. Griffeth, Hom and Gaertner (2000) published a meta-analysis including more than
500 correlations from 42 studies conducted in the 1990's. The results of the analysis confirmed
earlier findings that the best predictors for actual turnover were, job satisfaction, organizational
commitment, and various phases of the withdrawal process (Figure 2-3). Other variables had
small to moderate predictive capabilities including job content, stress, work group cohesion,
autonomy, leadership, distributive justice, promotional chances, tenure and number of
children. The analysis also found that "withdrawal behaviors" (such as lateness and
absenteeism) are precursors to turnover (Griffeth, Hom & Gaertner, 2000, p. 483).
Allen, Bryant, and Vardaman (2010) summarized the results of a number of recently
conducted meta-analyses (Bauer, Bodner, Erdogan, Truxillo, & Tucker, 2007; Griffeth, Hom &
Gaertner, 2000; Phillips, 1998) to produce Figure 2-3, which illustrates the relationship between
turnover and its key antecedents. The positive numbers illustrate a positive correlation
between the variable and turnover. For example, as stress increases so does turnover. This
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summary supports prior reviews in highlighting the strong predictive ability of the withdrawal
process. In addition, the strong negative relationship between organizational commitment and
job satisfaction, and turnover are evident. Other strong predictors include stress, tenure,
leader-member exchange, role conflict, and role clarity. This analysis also points to the relative
low impact pay and pay satisfaction have in predicting turnover. This finding is interesting given
many managers believe pay is the leading cause of why their employees leave (Allen et al.,
2010, p. 54).
Figure 2-3: Meta-Analytical Relationships with Turnover
(Source: Allen et al., 2010, p. 54)
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Recent Research Trends (2002 to present) on Voluntary Turnover
The last decade has seen the emergence of seven major research trends: (1) further
investigation of individual predictors of turnover; (2) review of stress and change related
attitudes; (3) expanded studies of the unfolding model; (4) increased focus on contextual
variables; (5) studies of stayers not leavers; (6) dynamic modeling of the turnover process; and
(7) continued expansion of previous research (Holtom et al., 2008, p. 243). While important
research is being performed with regard to the unfolding model, turnover process and building
upon prior studies, I will use the remainder of this section to highlight some of the new
research identified by Trends 1, 2, 4, and 5.
Within Trend 1 a number of studies have provided new and insightful predictors
including that employees with low risk aversion are more likely to transition from intent to
actual leaving (Allen, Moffit, & Weeks, 2005) and that employees personality traits, such as,
self-confidence may impact their decisions to stay or go. Predictive research continues to move
earlier in the employee / employer relationship and has shown that pre-hire disposition,
attitudes and behavioral intentions are predictive of voluntary turnover. The proper use and
combination of bio-data and previous work related attitudes and dispositions can be evaluated
prior to hiring a candidate to predict whether or not they are likely to remain with the
organization. Contrary to traditional turnover process models which argue that the intent to
quit only occurs just before actual leaving, study results indicate that some people intend to
quit even before they start (Barrick & Zimmerman, 2005, p. 163-164). Maertz and Campion
(2004) research focused on combining the contextual variable of their turnover mode with
turnover process models. This integrative approach showed how turnover motivating forces are
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related to turnover decision types illustrating the specific motivations driving the different
types of quitters (Holtom et al., 2008, p. 245).
As shown in Figure 2-3, stress has a positive relation with turnover, as stress increases
turnover increases. Important work is being performed in Trend 2 to understand the impact of
change related attitudes and their relationship to stress and turnover. This area of research is
critical in today's ever changing business environment. Research has indicated that there are
three characteristics of change that are directly correlated to job satisfaction and turnover
intention; frequency of change, planning for change, and impact of the change. With regard to
the impact of change, the authors refer to it as "transformational change," meaning the change
has impacted the core of the organization (its work, values, culture and strategies). As the
frequency of change increases, job satisfaction tends to decline and turnover intention
increases. Results also indicate that as planning for change increases, job satisfaction increases
and turnover decreases. Interestingly, however, there is little correlation between
transformational changes and job satisfaction, yet a direct positive correlation exists between
transformational change and turnover (Rafferty & Griffin, 2006, p. 1159).
Additional stress related research has focused on segmenting non-change related
stressors. Podsakoff, Lepine and Lepine (2007) performed a meta-analysis to review the
relationship between two categories of stressors (hindrance and challenge) with turnover.
Hindrance stressors include; hassles, organizational politics, role ambiguity and role conflict.
Challenge stressors include; job demands, time pressure, workload, and pressure to complete
task. The analysis found that while hindrance stressors were positively correlated to turnover,
Page I - 37 -
challenge stressors were negatively related to turnover. The key finding is that employees see
the challenge stressors as beneficial to their career development and do not lead to turnover
(Podsakoff, Lepine, Lepine, 2007).
Research continues to expand both organizational and personal contextual
considerations with regard to turnover - Trend 4. As described at the beginning of this chapter,
the cost of turnover extends far beyond replacement cost to the loss of efficiency and
ultimately to a decline in unit and potentially firm performance. An organizations ability to
maintain a stable workforce leads to improved unit efficiency and ultimately improved
performance (Kacmar et al., 2006, p. 141). Workforce stability is impacted by both voluntary
and involuntary turnover. When evaluating the effects of turnover on unit or firm performance
it is necessary to partition turnover into voluntary and various forms of involuntary turnover
including; firing and reduction-in-force. For example, reduction-in-force turnover has a strong
correlation with declining organizational performance (McElroy & Morrow, 2006, p. 1298).
Studies have also shown that turnover history plays an important role in an organizations ability
to maintain efficiency in the face of turnover. Shaw, Duffy, Johnson, and Lockhart (2005) found
that organizations with lower levels of turnover have a more difficult time dealing with
turnover than organizations with high levels of turnover. Organizations with high turnover seem
to have developed mechanisms to more effectively deal with the disruptions (Holtom et al.,
2008, p. 251).
Contrary to the traditional view of turnover research which focused on understanding
why people leave organizations, Trend 5 focuses on why people stay with organizations.
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Mitchell and Lee (2001) offer both views in one paper, the unfolding model (why people leave),
and job embeddedness (why people stay). Job embeddedness has three key dimensions; (1)
"Links," the strength of an employee's attachment to people or groups on the job and in their
community, (2) "Fit," how good of a match is the employee to their job and community, and (3)
"Sacrifice," the degree to which the employee would need to give something up if they left the
job (Appendix, Table 2-A3) (Mitchell & Lee, 2001, p. 216). If an organization can improve each
dimension of job embeddedness for an employee, their organizational attachment will go up.
For example, if an employee has a lot of perks (not typically offered by other firms), they stand
to sacrifice more if they leave and therefore are less likely to quit. It is also critical to evaluate
these dimensions both within the organization and within the broader community, as an
employee's overall attachment to an organization is sometimes influenced by community
affiliations (schools, church, and extended family) which make it difficult for them to leave.
Other key findings from the study include; people often stay in jobs simple because of the
number of links they have in the organization and community, leaving involves sacrifice and
sacrifice is much more than just money, and a sense of embeddedness is significantly related to
actual turnover (Mitchell & Lee, 2001, p. 231-232).
Research on Voluntary Turnover in the Federal Government
Selden and Moynihan (2000) stated employee turnover is a neglected topic in public
administration. A search of public administration journals turned up only 10 articles published
since 1980 which mentioned turnover in any substantial context (Meier & Hicklin, 2007, p. 573).
Couple the lack of public sector attention to employee turnover with the startling fact that
across the Federal Government 33% of the federal workforce are eligible to retire by 2012
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(Bovbjerg & Goldenkoff, 2009, p. 3) and that in 2010, the average age of a federal worker was
47, and more than 73% of all federal workers were over 40 years of age (Appendix, Figure 2-A4)
(Govloop.com, 2010). The Federal Government will soon, if not already, face the challenge of
dealing with the departure of almost half its workforce.
The US Senate conducted a hearing in 2008 title, "Leading by Example: Making
Government a Model for Hiring and Retaining Older Workers," and in 2009 the Government
Accountability Office (GAO) published a report titled, "Older Workers; Enhanced
Communication among Federal Agencies Could Improve Strategies for Hiring and Retaining
Experienced Workers" both aimed at stemming the pending knowledge drain likely to spread
across the Federal Government as its aging workforce retires. Unfortunately, beyond these
government published reports, like Selden and Moynihan (2000), I have found no studies trying
to understand turnover in the US Federal Government or how federal employees may be
incorporated into both the predictive variable and turnover process models. As I indicated in
Chapter One, it my hypothesis that the Federal Government will soon face significant retention
issues due to more than just an aging workforce.
Summary
The academic research is extensive with regard to both predictors of turnover, and the
psychological and behavioral processes employees go through during the turnover process.
However, little to no research has been conducted or published on the federal employee and
how well these turnover models function in a government environment. The remainder of this
thesis attempts to draw connections between the academic research and theories outlined in
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this chapter and the results of the USPS case study on employee turnover. Chapter Three
describes the methodology used to design and conduct the USPS turnover study.
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Chapter 3 Research Methodology
A number of issues needed to be considered in the design of this study. First,
consideration had to be given to the fact that USPS has been in a constant state of change over
the past couple of years. A series of major cost cutting initiatives have been implemented
including a corporate wide organizational restructuring that resulted in a reduction of its
management ranks by 11% in 2011 (Appendix, Figure 3-Al). This reduction-in-force (RIF) was
completed by the end of the 2011 summer. Therefore, both data collection and interview
selections were isolated to control for the turnover that resulted directly from the RIF and
incented voluntary early retirements.
Second, this research is focused on what was previously described as dysfunctional
turnover, which is the controllable, voluntary turnover of high performing employees. As the
quit rate trends show (Figure 2-1), turnover of high performing employees is an issue that
persists during periods of low employee mobility and escalates as the job market becomes
more open. Understanding the contextual variables that are motivating high performing
employees to leave the USPS today, will potentially allow the USPS to implement new or
continue existing employee retention strategies aimed at high performers to mitigate these
variables before the economy significantly improves and the job market heats up.
Third, given the ubiquitous nature and size of the USPS both in its operation and its
administration, it is not reasonable to expect actual turnover rates or the factors which
influence those rates to be uniform across the entire organization. The focus of this study is on
USPS headquarters and headquarters related employees. While the findings may be applicable
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elsewhere in the organization, more research is required to understand the particular
motivating factors and turnover trends in other areas of the organization.
Finally, while the USPS is a federal agency, it is not a typical federal agency and whether
this study and its results can be extrapolated to other agencies within the Federal Government
are not clear. This research was designed specifically to understand the dynamics within the
USPS. However, in Chapter Six, I discuss how my findings may relate to the broader Federal
Government.
Study Design
The study objectives are to: (1) understand whether voluntary turnover is an issue at
USPS headquarters, (2) identify the contextual variables motivating voluntary turnover at USPS
headquarters, (3) understand the current organizational commitment of USPS headquarter
employees, and (4) identify policies and practices which have successfully improved employee
retention within various departments at USPS headquarters.
The USPS is a relatively flat organization. As of December 2011, there are 574,000 career
employees spread across five levels; headquarters, areas, districts, processing and distribution
centers, and post offices (USPS, 2011c, p. 122). Employees are categorized as either
"bargaining" (covered under national agreements collectively bargained by USPS and various
employee unions) and "non-bargaining" (exempt salaried employees). The focus of this study is
on the non-bargaining headquarter employees, which totaled 9,450 at the end of fiscal year
2011. Non-bargaining employees are composed of two general classifications; Executive and
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Administration Schedule (EAS) and Postal Career Executive Service (PCES). EAS includes
supervisory, professional, technical, clerical, administrative, and managerial positions
containing multiple levels based on the functional purpose, duties and responsibilities,
knowledge, abilities, and skills required, and the organizational reporting relationship of a
position. PCES was created to "develop and maintain a highly motivated, competent group of
individuals capable of filling the key management positions and providing the leadership
needed for the continued success of the Postal Service" (USPS, 2011c, section 380, p. 375).
There are two levels of PCES Officers (PCES II) and Executives (PCES 1).
The data collection plan contains a number of elements including: a review of
organizational turnover data, exit survey data, a 2011 internal employee job satisfaction survey,
and one-on-one interviews including administering the Organizational Commitment
Questionnaire (OCQ) to ten employees. In order to collect the range of both quantitative and
qualitative data needed for the study, access to internal USPS data systems as well as three
employee groups; former employees (leavers), current employees (stayers), and current
management employees was required. Both the leavers and stayer groups contain EAS and
PCES; however, the management group is made up of only PCES. The following two sections
provide more detail on the information collected using USPS data systems (turnover data, exit
surveys and internal employee satisfaction survey) and the structure of the interviews. All
employee name and ID information has been removed from the data sets and the results are
aggregated to the headquarters level to ensure participants remain anonymous.
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Turnover, Exit Survey and Employee Job Satisfaction Survey Data
In order to understand whether voluntary turnover is an issue at USPS headquarters,
detailed turnover data was collected from 2007 to 2011. Extracted from the USPS corporate
personnel database; location, function, job title, separation date, and separation type for each
of the 3,460 separation events was cataloged and analyzed. In addition, the total base number
of headquarters employees was also collected for this period.
Much of the remaining data was used to evaluate objective two, identify the contextual
variables motivating voluntary turnover at USPS headquarters. A total of 48 exit surveys were
collected from October 2011 through January 2012. Exit survey data for 2010 and much of 2011
was discarded due to the effects of the 2011 RIF. Excluding the RIF impacted time period was
intentional as to not bias the study. The 48 post-RIF exit surveys were sufficiently robust to
analyze current turnover motivations. Additionally, this narrowly focused period closely aligns
with the interview results given all interviews occurred in January 2012 and were aimed at the
current experiences and motivations of USPS employees. USPS exit surveys are optional and in
most cases are provided to departing employees just prior to them leave (Appendix, Figure 3-
A2). Exit surveys can take various forms including; an on-line survey, in person interview with a
Human Resource representative, or pen and paper surveys completed after the employee has
left the organization.
The exit surveys collect data on whether the leaver has accepted a position in another
organization and, if so, what kind of position (i.e., private sector, non-profit, other government
agency). The survey goes on to ask the leaver to select the most relevant motivating factors for
Page I - 45 -
their departure and to rate various aspects of their experience with USPS including salary,
benefits, and flexible work schedules. Finally, the survey asks if the leaver would ever consider
returning to work for USPS if the "right opportunity" presented itself. While the survey provides
a wealth of information, a limitation of the survey is that there is no relative weight or rank of
importance placed on the motivating factors, the respondent simply checks all that are
"relevant." To overcome this limitation, the interview portion of the study was designed to
rank the importance of each motivating factor; this is described in more detail in the next
section.
In addition to the turnover and exit survey data, I discovered an internal survey of 148
technical employees conducted in 2011. This internal job satisfaction survey offered unique
insights into the job satisfaction and organizational commitment of the employees in a mission
critical position. The survey asks nineteen questions to gauge the respondent's satisfaction with
their position, such as, "my technical skills are used on a daily basis," "I have received proper
training," "my pre-hire job expectations have been met," and "my environment is conducive to
my desire to remain employed by USPS." The survey allows the results to be analyzed by job
location, years of service and previous position. Each of these cross-sections provides insight
into potentially more global trends.
Interview Design
One-on-one interviews are a critical component of the study design. All of the data
sources previously discuss provide interesting insights and trends, but offer little explanations
or insight as to the relative importance of the various factors. The interviews were designed to
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bring the study to life, in order to truly understand the current state of employee retention in
the USPS. It was critical to hear directly from former employees, current employees, and
management. All interviews were conducted in January 2012. I attempted to hold all interviews
face-to-face, however, eight of ten former employees preferred to take part by phone
interviews, whereas, twenty-two of the twenty-five current and management employees were
interviewed face-to-face. In total, I conducted thirty-five interviews, which lasted on average,
one hour.
It was critical to interview three key employee groups to develop a broad understanding
of employee turnover in the USPS. First, fifteen PCES executives (from this point on, referred to
as "management") were interviewed to obtain insight into how managers of large departments
view employee turnover. Second, I met with an additional two PCES and eight EAS employees
to better understand the perceptions of employee turnover from an employee standpoint and
to access these ten employees level of organizational commitment. Some of the data collected
from the first two groups are combined to provide a larger sample of current employee data
(from this point on, referred to as "current employees" or "stayers" - n=25). In addition, given
the focus of the study, I identified current employees that I consider (or my peers
recommended) high performers. Third, the picture of employee turnover would not be
complete without interviewing those employees who have left USPS. Like the current
employees, I wanted to interview those former employees considered high performers by their
peers. Therefore, during my interviews with current employees I would ask if they knew of any
high performing employees that have left USPS within the last year. I developed a list of
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seventeen former employees, of which, ten agreed to be interviewed (from this point on,
referred to as "former employees" or "leavers").
The interviews were designed to compare and contrast the results across interview
groups and against the system generated data. The interview was designed to answer a number
of questions, including; the relative importance of each motivating factors in the turnover
decision process for the leavers, the perceptions of current and management employees of the
motivating factors that drive turnover and the level of organizational commitment of current
employees. In addition, the interviews identified formal and informal practices successful at
retaining high performing employees and provided an opportunity for interviewees to talk
candidly about their experiences, as well as provide insights into the motivations of those
working close to them. This was critical because surveying employees about their own
experiences as well as the experiences of their close friends and colleagues expanded the
coverage of the study.
Care was taken to ensure the interviewees were representative in terms of gender,
function and years of service (Table 3-1). The personal interview questions and surveys were
different for each of the three segments in order to capture the necessary data and insights to
develop a comprehensive analysis of turnover at USPS (Appendix, Figure 3 - A3, Figure 3 - A4,
Figure 3 - A5).
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Table 3-1: Interviewee Demographics
Female
Male
Gender Distribution
Total % of Total
14 40.0%
21 60.0%
35 100.0%
Functional Distribution
Total % of Total
Operations 17 48.6%
Marketing 6 17.1%
Human Resources 5 14.3%
IT 3 8.6%
Finance 3 8.6%
Gov't Relations 1 2.9%
35 100.0%
Years of Service Distribution
Total % of Total
0 to 5 7 20.0%
6 to 10 7 20.0%
11 to 15 2 5.7%
16 to 20 0 0.0%
21 to 25 10 28.6%
26+ 9 25.7%
35 100.0%
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Chapter 4 Results
The integration and analysis of the various data sources described in Chapter Three
reveal a number of interesting findings. This chapter will report the results of the study's four
primary research questions outlined in Chapter One. A more detailed discussion and
interpretation of the results will be the focus of Chapter Five.
Question 1: Is voluntary turnover an issue at USPS headquarters?
This question has multiple dimensions. First, is overall turnover an issue at USPS
headquarters? Second, can overall turnover be broken down to determine the voluntary
turnover percent of the overall turnover? As defined in Chapter Two, dysfunctional (costly)
turnover includes the controllable voluntary turnover of high performing employees.
Study results indicate that compared to the private sector and the rest of the Federal
Government, the rate of turnover at USPS is not an issue. In fact, given the current business
challenges and the need for USPS to dramatically reduce its costs, including personnel, the
stable workforce poses a challenge in reducing its headcount. Figure 4-1, illustrates both the
decline of headquarters career employees by 11% and an increase in voluntary turnover of
from 2007 to 2011. A closer look reveals that over 60% of the voluntary turnover is due to
retirements. The percentage of retirements is indicative of the overall age of the USPS
workforce. Almost 25% of USPS headquarters employees are currently eligible to retire. This
percentage increases to 47% when considering those eligible for voluntary early retirement (if
offered). The current USPS headquarters age distribution is heavily skewed toward retirement
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age. The average age of a USPS headquarters employee is 50.3 years, with 86.7% of
headquarters employees over 40 years (Appendix, Figure 4-Al).
The USPS separation data (Appendix, Table 4-Al) also reveal that the portion of
voluntary turnover not due to retirement has remained stable between 1.7% and 1.5% since
2008. This finding is somewhat surprising, given previous research reporting a positive
correlation between both the social networking factor of friends leaving organizations
(Krackhardt & Porter, 1985) and of transformational organizational change factor with turnover
(Rafferty & Griffin, 2006).
Figure 4-1: USPS Headquarters Career Employees & Voluntary Turnover 2007-2011
(Source: Corporate personnel database)
HQ Career Employess & Turnover Trend 2007 - 2011
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Total USPS headquarters separations increased to 11.3% in 2011, which was expected
given the corporate downsizing. Yet, still remains below the 14% level for the rest of the
Federal Government (Figure 4-2). USPS has continued its historical trend of effectively retaining
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employees. More specifically, when compared to the Federal Government quit rates (which do
not include retirements) USPS voluntary non-retirement rates have remained not only stable
over the last four years but 50% below the rest of the Federal Government (Figure 4-2).
Figure 4-2: USPS vs. Federal Govt Separation & Voluntary Turnover 2007-2011
(Source: Bureau of Labor Statistics, 2012a)
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Beyond analyzing the turnover data, the results of the interviews also provide insight
into whether or not turnover is an issue at USPS headquarters. The results of the interviews
show that 64% of all employees believe that turnover is an issue within their department and
92% feel turnover is an issue at headquarters. When segmented by the management and
current employee groups, the same trend holds. Both groups independently believe that
turnover is an issue at headquarters. This would indicate that even while USPS turnover is lower
than the private sector and the rest of the Federal Government, USPS employees feel that the
current levels are an issue.
Question 2: What are the contextual variables motivating turnover at USPS headquarters?
Both the exit and interview survey data was analyzed to determine the primary
contextual variables motivating turnover at USPS headquarters. As described in Chapter Three,
the exit survey data provided information on the most common factors that motivated
employees to leave. The top ten most common factors (determined as a percentage of factors
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selected on the surveys) are shown in Figure 4-3. The two most common reasons cited, on over
30% of the surveys, were "lack of career advancement" and "dissatisfaction with salary." Three
other factors were selected on over 20% of the surveys, "company culture," "work conditions /
environment," and "business/product direction." In addition, the "other" category was
selected on almost 30% of the surveys. Identified through the written comments of the
respondents, the "other" category included various factors such as "leaving to pursue graduate
education," "dissatisfied with management-employee relationship," "pursuing a better job
opportunity in a specific field," "the elimination/cutting of various employee benefits," and "the
uncertain future given the current USPS environment."
Figure 4-3: Exit Survey Results - Most Common Turnover Motivating Factors
(Source: Exit Surveys from Former USPS Employees (n=48))
Top Ten Most relevant motivating
factors causing employees to leave USPS
Lack of career advancement 31.3%
Dissatisfied with salary 31.3%
Other 29.2%
Company culture 25.0%
Work conditions/environment 25.0%
Business/product direction 22.9%
Did not feel engaged with USPS 18.8%
Dissatisfied with pay for performance 16.7%
Did not feel challenged in my job 12.5%
Too many job responsibilities 12.5%
5% 10% 15% 20% 25% 30% 35%
The exit survey data is valuable in that it provided insight into the most common
reasons people are leaving. A full listing of factors identified from exit surveys can be found in
Appendix, Figure 4-A2. However, a major limitation of this data is that it does not provide
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insight into the importance of each factor. Using this information in conjunction with the results
of the interviews, provides a clearer picture of the primary motivating factors. Former
employees were asked to rank in the order of importance ten potential factors motivating their
decision to leave (Figure 4-4).
Figure 4-4: Interview Survey Results - Most Important Turnover Motivating Factors
(Source: Personal Interviews with Former USPS Employees (n=10))
Ranking of Motivating Factors for Turnover -
Former Employee Interviews
Business direction
Company Culture
Work conditions / environment
Lack of career advancement
Personal reasons ~% t
Dissatisfied with salary, PFP
Did not feel challenged in job
Lack. of training
Dissatisfied with benefits
Too many hours required
0 2 4 6 8 10
In both the survey ranking and interview discussions, it was clear that the "business
direction" was the most influential factor. As discussed earlier, the challenges facing the USPS
today are historic, and while USPS is implementing a series of strategic initiatives to transform
the organization, the need for and, to date, the lack of movement on any meaningful legislative
reform has left many employees feeling uncertain about the future. Other primary factors
include "company culture," "work conditions/environment," and "lack of career advancement."
Interestingly, "dissatisfaction with pay" was ranked in the bottom half of the survey.
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Combining the two data sources, the primary factors motivating turnover at USPS
headquarters are "business direction," "company culture," and "lack of career advancement."
"Business direction," however, stands out as the most influential factor. Ranking first in the
interview surveys, "business direction" was ranked no lower than fifth on any survey and with a
standard deviation across all responses of 1.6 it had the tightest distribution of all factors
(Appendix, Table 4-A2). In addition, the future of the business and the USPS' current direction
dominated the written comments in the exit surveys and interview discussions. "Work
conditions/environment" and "dissatisfaction with pay" are also influential while the remaining
five factors are less frequently mentioned. It is important to note however, that while these
items ranked in the bottom half overall, they could be very influential for particular employees
and should not be ignored. For example, "lack of training" ranked low overall but for two of the
employees interviewed this item ranked first and third in order of importance (Figure 4-5).
Figure 4-5: Exit & Interview Survey Results - Most Important Turnover Motivating Factors
(Source: Exit Surveys & Personal Interviews of Former USPS Employees (n=58))
Combined Ranking of Motivating Factors for Turnover
Former Employee Interviews & Exit Surveys
Business direction
Company Culture
Lack of career advancement
Work conditions / environme nt
Dissatisfied with salary, PFP
Personal reasons
Did not feel challenged in job
Lack of training
Dissatisfied with benefits
Too many hours required
0 2 4 6 8 10
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Question 3: What is the current organizational commitment of USPS headquarter employees?
In an attempt to measure the organizational commitment of USPS headquarters
employees, three primary data points were collected. First, as part of the interview surveys,
ten current employees were asked to complete the short version of Mowday, Steers, and
Porter's (1979) Organizational Commitment Questionnaire (OCQ) (Appendix, Table 2-Al).
Second, as part of the internal job satisfaction survey, 148 employees were asked if their work
environment was conducive to their desire to remain employed by USPS. Third, all employees
in the management and current employee segments (n=25) were asked if they have considered
leaving USPS and if so why?
The OCQ provide two distinct results: First, 50% of the respondents can be categorized
as likely to leave. Second, current employees care deeply for the USPS. The OCQ results indicate
two clusters of employees, those scoring below 4.5 (potential leavers) and those above 4.5
(likely stayers) on the 7 point scale (Appendix, Figure 4-A3). Potential leavers were defined by
using a cutoff of 4.5 on the 7 point scale based on research presented by Mowday, Steers and
Porter (1979, p. 232) that indicates the mean public employee OCQ score was 4.5. While
somewhat arbitrary, the mean score of 4.5 was calculated from 569 public employees from six
different government agencies (Mowday et al., 1979, p. 226).
When current employees were asked to state their level of agreement with statement
eight, "I really care about the fate of this organization," 80% of respondents "strongly agreed
(7)" and the remaining 20% "moderately agreed (6)." The passion employees have for USPS was
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also evidenced by the respondent's willingness to put forth effort beyond what is normally
expected to help the organization be successful (OCQ question 1) (Table 4-1).
Table 4-1: Organizational Commitment Questionnaire (OCQ) Results
(Source: Personal Interviews with Current USPS Employees (n=10))
Organizational Commitment Questionaire Mean Min Max St. Dev.
1 l am willingto put in a great deal of effort beyond what is normally expected in 6.3 2.0 7.0 1.5
order to help this organization be successful.
2 1 talk up this organization to my friends as a great organization to work for. 4.0 2.0 7.0 1.9
3 1 would accept almost any type of job assignment in order to keep working for 3.4 1.0 7.0 2.2
this organization
4 1 find that my values and the organization's values are very similar. 3.9 2.0 7.0 1.7
5 l am proud to tell others that I am part of this organization. 4.8 1.0 7.0 1.9
6 This organization really inspires the very best in me in the way of job 4.4 2.0 7.0 1.6
performa nce.
7 l am extremely glad that I chose this organization to work for over others I was 5.6 4.0 7.0 0.9
considering at the time I joined.
8 1 really care a bout the fate of this orga nization 6.8 6.0 7.0 0.4
9 For me this is the best of all possible organizations for which to work. 4.1 1.0 7.0 1.8
The overall results of the internal job satisfaction survey indicated that 57% of
respondents agree that the current environment is conducive to their desire to remain with
USPS. When segmented by years of service, employees with more years of service have a
stronger commitment, 64% are likely to remain with USPS, while only 49% of the employees
surveyed with two to five years of service are likely to remain with USPS. Additionally, when
asked if they would recommend this position to others, 58% of all respondents said yes.
The results from the one-on-one interviews with management and current employees
were mixed. When asked if they had considered leaving USPS, 64% of all respondents (n=25)
indicated yes. A closer look, however, reveals that 53% of management (n=15) said yes, while
80% of current employees (n=10) said yes (Appendix, Table 4-A3). This does align with the
overall results of the OCQ and the internal job satisfaction survey that approximately 50% of
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current employees could be classified as potential leavers. The fact that management has a
lower percentage of employees who have considered leaving is also consistent with the years
of service trend highlighted in the internal job satisfaction. The average years of service for the
management respondents was 24 years compared to 12 years for the current employee
segment.
Question 4: What policies/practices have been successful at improving employee retention?
A number of policies/practices were described during the interviews and referred to in
the exit surveys as having a positive impact on employee retention. The results provided in this
section are primarily qualitative in nature; specific quantification of how successful a particular
practice might be was not estimated. There are however, clear turnover trends that suggest
what policies are effective. In particular, flexible work arrangements, visible career tracks,
formal and informal mentoring, and consistent ongoing communication seem most beneficial.
The USPS instituted a formal flexible Alternative Work Program in 2009, as part of its
overall corporate employee retention strategy. The program has overall corporate guidelines,
however, there is considerable discretion left to the manager and the employee to design a
plan that both ensures work productivity and quality while offering employees added flexibility.
Given the distances that many USPS headquarters employees travel on a daily basis to and from
the office, this flexibility appears to offer a strong incentive to remain with USPS. Many
managers discussed using this flexibility, whether allowing employees to telecommute up to
three days per week or creating alternative work schedules that allow employees to work four
ten hour days rather than five eight hour days, as an incentive for employees to remain in the
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department and with USPS. Based on interviews, those managers that offer more flexibility
tend to have less employee turnover. A review of the exit survey data supports this finding, 78%
of those completing an exit survey (n=48) did not participate in the alternative work program.
Many of the comments stated that their managers either offered limited participation or no
participation at all. It is worth noting that 8.3% of former employees indicated in their exit
surveys that one factor motivating their departure was that their commute was too long.
As described in the previous section, "lack of career advancement" is a primary
motivating factor leading to employee turnover. Many managers have recognized this and
some work with employees to create development plans outside the corporate succession
system. Many employees commented that the USPS Corporate Succession Planning (CSP)
system is "too formal and bureaucratic." Those who work closely and informally with their
managers to develop a vision for their career, however, are more likely to stay not only with the
USPS but with that manager. These more informal development plans do not seem to differ
from what is allowed in the CSP system other than that they seem to be more fluid and
perceived as more personal. Employees indicated that when managers take a personal interest
in their careers, their commitment increases, the discussions of progress and needs are more
frequent, and they feel as though they can see how their career fits into the future of the
organization. Many managers discussed using these development plans to benefit not only the
employee but the organization by offering desirable short term assignments, job rotation and
participation in cross-functional project teams that bring innovative ideas, fresh perspectives,
and more challenging assignments for employees.
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The notion of taking a personal interest in employees is a general theme that runs
through many of the practices identified during the study. As a continuation of the career
development discussion, a few managers and employees discussed the importance of the
mentor-protege relationship. Historically, this has been an informal process. However, the
Human Resource department is currently working with the Finance department to pilot a
formal mentoring program. This program acknowledges the value that can be created through
such a relationship. Mentoring goes beyond developing a career plan and while the pilot is still
in its early stages, simple actions, for example, taking a protege to a meeting, listening to the
protege's current challenges and providing networking opportunities, seem to have positive
impacts. Protege's commented on how important the personal nature of the relationship needs
to be. If it feels artificial or forced due to a formal program much of the value is lost.
Cliche as it may be, both management and employees stress the importance of
communication. Communication is a key part of each of the practices previously described.
Several general themes regarding communication were revealed during the study. First,
management generally described communication as providing employees with information.
Second, employees generally described communication as receiving and providing information
to/from management. Third, actions speak louder than words.
The first trend is not new nor is it unique to USPS, many managers talk about increasing
communication by providing more information, more emails, more newsletters, and/or more
meetings. Within USPS the amount of information being communicated does not seem to be an
issue. Without exception, employees indicated they are receiving information from many
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channels more frequently now than ever. The most effective managers, however, have adapted
the manner in which they communicate to their employees. Managers, who have experienced
little to no turnover in their departments, describe an environment characterized by on-going
"two-way dialog." These are manager, who actively described how important it was to "listen"
to their employees. Some argued this is the most important mechanism they have right now in
dealing with employee retention. Listening to their employees allows them to provide more,
less or different information, it allows them to make minor decisions seem like major ones in
the eyes of their employees (i.e., adjusting a deadline slightly due to employee feedback) and,
most of all, they said it enables them to more effectively monitor the environment. Their
employee seem more willing to alert them of what is going on, and as a managers span of
control increases, they need to rely on others to remain aware of what is happing across their
department. Employees in these departments feel empowered, valued, and many say they feel
as though they have a voice, which encourages innovation and ideas. They all say that morale is
better when such leadership is exercised.
The third theme regarding communication is "actions speak louder than words." Many
employees describe the importance of consistency with what they are being told, how
management is acting and consistency regarding management following through on what they
tell employees. A clear motivating factor for why some have left USPS is the lack of consistency
and lack of follow-through. Bottom-line, relationships and consistency matter. Managers who
build trusting personal relationships through consistent two-way communication and action
appear to have a higher retention rate than those who do not.
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Discussion and Interpretation of Study Results
Perception is a powerful force. One of the key finding of this research is that employee
retention is significantly impacted by both employee and employer perceptions of the
environment they operate in. Management, current and former employees perceive the
realities of the organization and business environment differently. These differences make
turnover difficult to manage. In order to complete the USPS turnover study, qualitative
interviews were carried out among key players in the turnover story - leavers, stayers and
management. These interviews show just how differently the USPS environment is perceived by
these respective groups.
As an illustration, one would think, given the availability of organizational and industry
separation data, my first research question about whether or not turnover at USPS is a problem
should be easy to answer. Yet, this is not the case. While the data says turnover is not an issue,
employees believe it is a problem, "especially with highly technical / skilled positions." While
there are many potential explanations for the different quantitative and qualitative results, two
explanations arise from my interviews. Employees consider turnover to be more of a problem
than the data would indicate because in their view (1) organizations with historically low
turnover rates have a harder time dealing with increases in turnover; and (2) even low
turnover, without replacement, produces an increased workload on those who remain in the
organization. One employee commented, "Same workload, less people equals morale
problem."
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Chapter 5
As Appendix Figures 2-A2 and 2-A3 illustrate, USPS has had low turnover historically. Job
stability has long been part USPS' culture. Many employees join the service as young adults and
work at the USPS for their entire thirty plus year career. Shaw, Duffy, Johnson, and Lockhart
(2005) show that organizations with lower levels of turnover have a more difficult time dealing
with turnover than organizations with high levels of turnover. High turnover organizations
appear to deal more effectively and routinely with the disruptions caused by turnover (Holtom
et al., 2008, p. 251). The increased pace of turnover at USPS has been difficult for many to deal
with. Those I interviewed said the increase in colleagues leaving has heightened their sensitivity
and emotional response to turnover, "... seems like everyone is leaving." Employees say that it
is easier to adjust when colleagues leave due to normal-age retirement than when they leave
via early retirement or voluntarily. Natural retirements are expected, understood and even
celebrated. A natural retirement often provides ample time to redistribute workload and
knowledge since it is customary for employees to announce their retirement months, even a
year in advance of their departure. When talking about a co-worker, one employee I
interviewed commented, "I was sad to see her and her knowledge walk out the door. But most
of all I was fearful my manager would expect me to pick up some or all of her work."
The recent RIF, voluntary early retirement and voluntary separations have touched all
functions at USPS headquarter. A number of employees interviewed commented that they
"feared the loss of institutional knowledge" because the pace of current turnover provides less
advanced notice resulting in less certain and predictable knowledge transfer. Non-retirement
turnover seems to be taken more personally by stayers who are often surprised at some who
decide to leave; "can you believe he left after 20 years, he will not be easy to replace." It
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seemed from my interviews that this may leave stayers with a sense that they are being
abandoned, asking themselves, "Why should I stay?"
Employees also point out the increased workload which remains for the stayers.
Mowday, Porter, and Steers (1982) noted that increased turnover may put more pressure and
work on those who remain. This is particularly the case when a leaver is a productive and
valued employee (Krackhardt & Porter, 1985, p. 243).
Appendix Table 4-A3 shows that both management and current employees believe
almost 80% of those that left USPS voluntarily (not including retirements) are high performers.
My interviews revealed an acceptance among the workforce for the need to downsize the
organization: "If we don't do it no one else will ... it is good for the future." However, the
recent increase in turnover has left many employees feeling overwhelmed: "Turnover is
hampering our ability to do the job." As Table 4-1 indicates, employees care deeply for USPS
and are willing to go beyond what is normally expected of them. This passion for the
organization may encourage employees to take on more responsibilities when others leave. It is
important to remember that my interviews were conducted with those I considered to be high
performing employees. These are precisely the employees who are often called on to carry
more of the workload. During my interviews managers said "employee burnout" was one of
the major issues they worry about and they worry especially about their top performers.
Managers also commented on the difficulty of "doing more with less" noting they "lack the
resources to do accomplish all my priorities." They also spoke of the importance of "managing
expectations" of management and of the need to reward employee efforts whenever possible.
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The remainder of this chapter will use information collected from the thirty five
interviews I conducted at USPS. These interviews were with; leavers (ten former employees),
stayers (twenty-five current employees from all levels of headquarters), and management
(fifteen PCES executives at headquarters).
Former Employees (Leavers) Perspective
Chapter Four provided the results of what former employees (leavers) said led to their
leaving USPS. This section will discuss the four factors identified in Chapter Four in more detail:
"Pay," "business direction," "company culture," and "work conditions/environment." The
results of the exit surveys (Figure 4-3) and interview surveys (Figure 4-4) highlight pay to
differing degrees as a factor motivating employee turnover. Interviews with former employees,
however, revealed that pay comes into play only after the employee has decided to leave --
when they are evaluating job alternatives (i.e., "pay was not a factor, but more money is a
bonus.") Based on the former employees interviewed, pay apparently had little to do with
motivating the employee to begin the turnover process. Former employees identified "business
direction" and "company culture" as the primary motivating factors.
Similar to what Lee & Mitchell (2001) described as "shock" in their turnover model,
many of the former employees interviewed described the rapid and dramatic deterioration of
the USPS financial situation as their "shock." When discussing the "business direction" of the
USPS, former employees comment that the "uncertainty of the future" and "inability to control
its [USPS'] own destiny" were some of the triggers causing them to begin to think about leaving.
Many former employees acknowledged that USPS has a plan for transforming the organization
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and, even though many initiatives in their view were extreme, they saw them as necessary.
Their personal belief, however, was that Congress and the regulator would not allow the USPS
to operate with the freedom and flexibility necessary to allow the organization to effectively
transform itself. They perceived the "business direction" to be "bleak" and USPS' ability to take
the necessary steps to create sustainable long-term profits to be "out of its control."
Another common theme discussed by former employees was what they regarded as the
inconsistency demonstrated by some managers. Former employees all commented on the
difficulties they faced trying to innovate, change policies and practices, or take on new
assignments. These problems turned up when the interview focused on "company culture" and
"work conditions/environment." Interviewee's said that they felt management lacked a
willingness to accept "new ways of doing things" and "not knowing how to appropriately use
[their] skills." One went on to say they had a, "desire to get more involved in strategic decisions
and was ignored." Their experiences were not consistent with the messages communicated by
senior management focused on building strategies and initiatives on innovative practices (i.e.,
lean six-sigma) and reinventing the business. Some commented that there are departments in
USPS with reputations for being "more open, innovative and forward thinking" and they "tried
to transfer to those departments without success." One former employee said that even after
they had another job offer in hand, if they had been able to transfer into one particular
department they would have stayed with USPS. It seems that for those employees in "poor fit
situations," they saw little opportunity to find a better fit and thus looked outside the
organization. Of note, however, many former employees expressed their "love for USPS" and
how difficult it was for them to leave. One former employee noted, "I still bleed Postal blue."
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When asked if they would return to the organization if the "right opportunity opened up," 70%
of those interviewed and 72% of those completing exit surveys said "yes" they would return to
USPS.
Current Employees (Stayers) Perspective
As Krackhardt and Porter (1985) documented, turnover impacts both leavers and
stayers. This is certainly true in the USPS. Twenty-five current employees were interviewed to
understand their perspective on what motivates people to leave USPS. These employees were
asked to rank the same ten factors ranked by former employees as reasons for why people
leave USPS. Figure 5-1 shows the results.
Figure 5-1: Interview Survey Results: Current Employee Perception of Why People Leave
(Source: Personal Interviews with Current USPS Employees (n=25))
Reasons Employees Provide for Leaving USPS
Work conditions/ environment
Too many hours required
Dissatisfied with benefits
Did not feel challenged in job
Business direction
Company Culture
Lack of training
Personal reasons
Dissatisfied with salary, PFP
Lack of career advancement
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[] Actual Reasons (Former Employees) U Current Employee Perceptions of Why Employees Leave
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Three findings are apparent in Figure 5-1. First, both "business direction" and "company
culture" are ranked high by current employees and this matches the ranking of leavers. Current
employees repeatedly revealed their concern for the future of the USPS. Several said, "The
business model is not stable and the future is uncertain" and many commented on similar
cultural aspects mentioned by leavers, "[New] employee culture has changed and the
organizational culture has to catch up." Interestingly, however, the current employees also
mentioned their sense of "ownership" and "commitment to help USPS transform itself." A
strong sense of loyalty to the organization and faith in the leadership allowed many of those
interviewed to retain an optimistic view of long-term future of the organization. When
discussing the "company culture," current employees said they understand and were aware of
a need for change and some stated "the current situation is only temporary" and that "when
we get through these tough times, things will be better." While acknowledging that the
organizational culture needs to change to better adapt to current employee skills, motivation
and employment objectives, many current employees said they see themselves as part of the
"solution." These employees recognize that the "business direction" and "company culture"
need to change. But, unlike leavers they want to influence the change, not "leave when the
organization needs me the most." Many said they stay because of "loyalty."
Second, current employees significantly overestimate the impact of "the lack of career
advancement," "dissatisfaction with pay," and "too many hours required" as reasons to leave.
Current employees rank "lack of career advancement" as the most important turnover factor.
"Coming up through the ranks, I hit a ceiling [because] it is difficult to move to other functions."
What current employees seem to ignore is how "challenging work assignments" are mitigating
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the "lack of career advancements" impact on turnover. An important result coming from the
interviews is that "challenging assignments" to both leavers and stayers is apparently quite a
critical feature in their decision process. Yet, the widespread belief that USPS is in fact currently
offering "challenging assignments" to its employees does not mean it is not an important factor
for employee retention. One current employee said, "The key to what motivates [USPS]
employees is challenging work and [the opportunity for] learning." Should the USPS stop
offering interesting, exciting and challenging assignments for employees, turnover may
increase.
While current employees say "dissatisfaction with pay" is not a primary turnover factor,
they do believe pay plays a significant role once someone decides to leave. Current employees
claim they do not begrudge those who left for "20-30% pay increases," but noted that if some
of the other factors were not present, "they personally know leavers who would have decided
to stay with USPS."
Most surprisingly perhaps was the overestimate of the workhours factor. Leavers say
unequivocally that the hours required was not a significant motivator. Stayers claim it was a
factor questioning: "How much work can one person do?" This may be due to the stayers'
perception that they are now working longer hours because of the reduced workforce at USPS.
Many current employees talked about "employee burnout" and the need to "improve the
recognition system" to ensure employees feel that their extra efforts are valued by the
organization. The perception of an increased workload on stayers has seemingly created a
generalized belief that "everyone around here is overworked."
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Third, there were four factors in which current employees underestimated the impact
on turnover: "Personal reasons," "dissatisfaction with benefits," "did not feel challenged in
one's job," and "work conditions/environment." Most leavers and stayers agree that the
benefits offered by USPS are not a major motivator of employee turnover. But, it is important
to note, a number of current employees also commented that "additional cuts to employee
benefits in the future could potentially change my ranking." They view salary and benefits as a
package and, as the CBO report discussed earlier illustrates, when taken together, federal and
private sector compensation is on average relatively comparable. The largest underestimation
occurred with regard to the impact of the "work conditions/environment." No new insights
were discovered in the interviews that explain this discrepancy.
In addition to the above, two other themes were identified in the interviews. First, the
perceived focus on "continual cost cutting" has left many uneasy about what will be cut next.
Second, the lack of hiring has created a void of new talent. Current employees highlighted what
they believe are negative impacts on productivity due to cost cutting. Many say they spend a
good deal of time "wondering what the next cut will be and if it will impact them." They
recognize the need to cut during difficult financial times, however, they also say some of the
cuts jeopardize the long-term competitive position of the USPS and "are only being done
because legislative action has not occurred." Similarly, the recent hiring freezes have left many
wondering about the future: "Will USPS have the talent required to compete effectively in the
future?" From my interviews, it is apparent that these issues are important and weigh on the
minds of current employees. This is nicely summarized by one respondent who said: "[USPS]
needs a new hire strategy for critical positions, particularly regarding the latest technology."
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Management Perspective
Management, especially an employee's immediate manager, plays a critical role with
regard to employee turnover (Griffeth, Hom & Gaertner, 2000, p. 483). A manager's action can
either add to or mitigate against many of the motivating factors contributing to an employee's
desire to leave an organization. One current employee commented that they had planned to
leave USPS a few months ago, but decided to stay because, "[My] manager made changes
accommodating [their] desired flexibility." While most organizations have a corporate
employee retention strategy, individual managers often implement strategies targeted at
factors they believe are motivating employee turnover within their department. As described in
Chapter Four, USPS managers have implemented a wide variety of strategies to minimize
turnover in their respective departments based on what they perceive to be the primary
turnover factors. The managers interviewed, at USPS, estimated they spend almost 25% of their
time on employee retention issues. Given the importance of retaining top talent, few would
argue that investing time in employee retention is not beneficial. However, the return on
investment probably varies greatly across organizations. A former baseball coach of mine once
told me, "Practice does NOT make perfect ... perfect practice makes perfect." His point was
practicing the wrong technique over and over will never make it right. For managers, no matter
how hard they work at employee retention if their efforts are aimed at the wrong motivating
factors the situation will not improve.
In an effort to understand both perception and reality, fifteen USPS managers were
asked to complete two surveys: The first asked them to rank the turnover factors based on
"what employees are actually telling them drive turnover" and the second survey asked them
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to rank the motivating factors based on "what they actually believe is driving turnover." The
results from the first survey "what employees are actually telling them drive turnover" were
combined with the results from the same survey provided to current employees. These results
were presented in Chapter Four and in the prior section. The results of the second survey "what
they actually believe is driving turnover" are used in this section to understand how accurate
management's perceptions are. Figure 5-2 compares the results of this survey with the actual
responses provided by leavers. Clearly perception is not reality.
Figure 5-2: Interview Results - Managers Perception of Turnover Motivating Factors
(Source: Personal Interviews with USPS Management (n=15))
Management Perception vs. Actual Motivating Factors for Turnover
Work conditions /
environment
Too many hours required
Dissatisfied with benefits
Did not feel challenged in job
Business direction
Company Culture
Lack of training
IPersonal reasons
Dissatisfied with salary, PFP
Lack of career advancement .
0 2 4 6 8 10
a Actual Reasons (Former Employees) ED Reasons Mgmt Believes Employees Leave
Figure 5-2 highlights a number of interesting findings. First, as indicated by the
management's answers "dissatisfaction with salary and pay-for-performance (PFP)" are
significantly overestimated. This is important because, as indicated, in many of the interviews,
managers, who feel pay is the leading motivating factor, often feel helpless: "Not a lot we could
Page I - 72 -
do" because they cannot increase pay "could not compete with [outside] offer" and therefore
do not implement employee retention strategies aimed at other more relevant factors. In
addition, and perhaps even more important, 44% of managers indicated that they did not
attempt to retain an employee who notified them they were likely to leave the organization. All
managers interviewed said: "In most cases, there is very little they could do to increase an
employee's pay enough to make staying financially viable." A few current and former
employees commented that when management did not attempt to retain valued employees,
the very lack of action creates a general perception "managers do not value their employees."
From management's perspective, this was not the case. They simply felt helpless since they
perceived employee retention to be primarily pay related. Yet, in fact, there are other factors,
employees believe are of equal if not more influential.
Another explanation for why managers believe pay is the primary turnover factor, may
be that they are dissatisfied with their current or future potential earnings. A number of
managers interviewed commented, "Pay in the private sector [for comparable responsibility] is
much better." As described in Chapter One, the Congressional Budget Office (CBO) released a
study in January 2012 that shows for those federal employees with a professional degree or
doctorate earned 23 percent less pay and roughly same benefits as their counterparts in the
private sector (CBO, 2012) (Appendix, Figure 1-4). Many of the managers interviewed fall into
this category and "should benefits continue to be cut" and "pay ceilings capped" there is "little
financial incentive to stay."
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Management also perceives the "lack of career advancement" to be a driver motivating
turnover. Many managers commented that due to the corporate downsizing and recent
organizational restructuring employees feel there are fewer growth opportunities within the
organization than in previous periods, "It is harder now than ever to show long term career
paths." But, as Figure 5-2 shows, managers overestimate the importance of career
advancement. Current and former employees say they understand the need to restructure the
organization and that advancement may be limited in the short term. However, some noted
that more "challenging work assignments," "increased autonomy and empowerment" were
mitigating factors on their turnover decision. By focusing on the "lack of career advancement,"
some managers are not seeing the opportunity to challenge and empower employees through
job assignments even if formal promotions are not available.
Managers also overestimate the importance of "too many hours required" and
underestimate the importance of "working conditions/environment." The interviews also
revealed that those managers concerned about "burning out employees" were encouraging
these employees to leave work rather than put in extra hours. Yet, the workload in their
department is not being adjusted hence there is more pressure placed on the employees to
finish their work during normal business hours. And this may lead to a negative perception of
the workload and office environment on the employees' part.
The results shown in Figure 5-2 and discussed above include the rankings from seven of
the fifteen managers (46.7%) who provided the same ranking for both surveys. These seven
managers indicated they "worked hard to create a very open and trusting work environment
Page I - 74 -
and therefore believe they understand what is affecting their employees." They said they try
hard to act on what they hear from the employees when considering various employee
retention strategies. One manager said, "The most important aspect of an open environment is
trust and that can only be achieved if I listen to and then act in the best interests of my
employees." Not surprisingly, when these managers' scores are removed from the calculation,
the misalignment of manager's perception of and actual employee motivation for turnover
become even more distinct. Figure 5-3 illustrates these results. Note particularly, the over
estimation of the importance of pay and the underestimation of the importance of work
conditions/environment and company culture.
Figure 5-3: Manager Perception of Turnover Factors (only managers who perceive a difference)
(Source: Personal Interviews with USPS Management (n=8))
Management Perception vs. Actual Motivating Factors for Turnover
Work conditions/
environment
Too many hours required 7 7
Dissatisfied with benefits
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These results highlight the importance of listening to employees. In many cases it
seems, employees are telling their manager exactly what the issues are. One manager
commented, "My team is open and willing to talk." In this study, those managers who have
worked to build open trusting relationships with their employees not only have a better
understanding of the turnover causes impacting their employees, but are able to better target
their employee retention investment. An additional benefit of listening to the employee's
feedback and acting on it was that these are precisely the employees that show a stronger
commitment to their managers. Studies by Liden, Wayne, and Sparrowe (2000), Shore and
Wayne (1993), and Gerstner and Day (1997) reveal that employees reciprocate the sense of
commitment they feel from their managers and organizations, and this reinforces (or detracts
from) their desire to leave or stay (Kacmar et al., 2006, p. 135). A current employee noted,
"When an employee felt their manager used and valued their skill appropriately they stayed,
those that did not, left."
In addition to the employee retention policies and practices discussed in Chapter Four,
management interviews suggest that they believe enhanced hiring and training practices would
increase employee retention. As the business environment changes, the skills required to
compete in today's world become more critical. Many managers spoke of a need to improve
the hiring process by reducing the time to hire and increasing the competitiveness of offers to
experienced hires: "We need to compete to get more talent in here." They believe that this
would help attract the necessary technical talent to headquarters. In addition, they frequently
mentioned the need to improve training for existing employees by; expanding tuition
reimbursement programs, improving technical training, offering more management training
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programs, and providing executive education, saying, "We need to promote educational
opportunities for all, for employees to increase their value and for managers to increase their
effectiveness."
Understanding employee turnover from management's perspective is an important part
of this study. Much of this section reports on the misalignment of perception and reality.
However, it is important also to note that overall, management seems to understand that USPS'
current "business direction" (i.e., current financial struggles, pending legislative reform, and a
rapidly changing digital world) is the primary factor motivating turnover today. It is also
important to recognize that, as with the other employee groups interviewed, managers
expressed a strong commitment to the organization, saying they have "strong loyalty to
leadership and USPS."
Managers also said, "We need to recognize the loyalty and hard work of those who are
helping us shape the future" recognizing just how difficult the past few years have been for
their employees. Chapter Four outlined many of the initiatives implemented across the
organization to improve employee retention. Managers, on average say they spend almost 25%
of their time on employee retention issues. The investment is significant and while, in some
cases, it may have been misdirected, the intent was to do what was best for their employees
and the organization. It is this commitment, which has enabled USPS to control voluntary
turnover rates to levels well below the private sector and the rest of the Federal Government
even during these very difficult times. This was summarized nicely by one USPS manager, "Our
employees are our greatest asset; we need to do right by them because they are our legacy."
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Conclusion and Recommendations
This thesis was designed to both draw attention to and better understand employee retention in
the Federal Government. Using the USPS as a case study, I focused on four questions: (1) Is voluntary
turnover a problem at USPS headquarters, (2) What are the contextual variables behind
voluntary turnover at USPS headquarters, (3) What is the current organizational commitment of
USPS headquarter employees, and (4) What policies and practices have been implemented that
successfully improve employee retention within various departments at USPS headquarters. In
addition, through a series of interviews with former, current and management employees, this
study tried to provide three different perspectives on employee turnover at USPS.
Summary
USPS is a useful case study because even though it is a government agency, it operates
like a business in many respects. Moreover, even during difficult financial times, USPS has
managed to keep voluntary turnover of high
rest of the Federal Government (Figure 6-1).
Figure 6-1: USPS vs. Federal Govt Separation
(Source: Bureau of Labor Statistics, 2012a)
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Chapter 6
I showed that while the official separation data says employee turnover is not a
problem, the employees believe it is. Driving employee turnover at USPS are a number of
factors including: "business direction," "company culture," and "a lack of career advancement."
The organizational commitment questionnaire, however, suggests that employees care deeply
for the USPS and are willing to go above and beyond daily duties to help the organization
succeed.
It is also clear from my study that perceptions matter. Thus, it is critical that managers
understand what their employees really care about as they implement employee retention
strategies. Initiatives such as flexible work arrangements, visible career tracks, formal and
informal mentoring, and consistent ongoing two-way communication are successful because
they mitigate the turnover factors which are relevant to specific employees, not just those
factors that managers believe to be important (i.e., pay, promotion, and workload).
In addition, it is important to note that one of the primary concerns for existing
managers is their current level of pay compared to equivalent private sector positions and the
current trend of reducing benefits. While this study looked at employees in aggregate, there are
different underlying turnover factors for different employee categories (EAS and PCES). The
perception of managers that "the pay is better on the outside" is concerning for two reasons; first,
because managers are dissatisfied with their pay they believe others are dissatisfied with theirs, and
second, as described throughout this thesis managers are a critical element to employee
retention and if managers start to leave their employees are likely to follow. Currently
organizational commitment and loyalty outweigh these sacrifices; but for how long?
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While a number of findings were discussed in Chapters Four and Five, it appears that the
common element which has enabled USPS to be successful is commitment. This commitment is
a core part of the USPS organizational culture. Managers are committed to their employees
and employees reciprocate. Moreover, my data strongly suggests that the USPS employees are
committed to the mission and purpose of the organization. Edgar Schein (2006, p. 1) says:
"...everyone has a career, and that career is anchored by the person's self-image of his or her
competencies, motives, and values." He then defined eight career anchor categories. One such
category is "Service/Dedication to a Cause." I believe and think the data I report here show
that the United States Postal Service is full of service oriented people, who are passionate
about their mission and committed to delivering on a 235 year old promise to every American.
Understanding turnover in an organization requires more than just turnover metrics and
surveys on motivating factors, truly understanding if turnover is a problem requires
organizations to talk with their employees and develop an effective feedback mechanism that
elicits not only employee emotions and motivations but their perceptions of the organization
and its business environment.
Recommendations
As this study illustrates, employee retention is a complex matter for which there is "no-
one-size-fits-all" solution. USPS is an example of an organization which actively works to
minimize voluntary turnover. During a period of significant organizational downsizing, USPS has
been able to maintain a consistent rate of voluntary turnover many private companies would
dream to have. This was possible because corporate retention initiatives were available and
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USPS managers had the recognition and autonomy to implement specific initiatives applicable
for their employees. This study (and much other research) highlights the need for organizations
to develop comprehensive strategies regarding employee retention during all phases of an
employee's career starting with selection through retirement. My research has led me to a
number of recommendations that may help USPS improve its employee retention both in the
short and long term.
In the short-term USPS should focus on three areas; hiring, training, and
recognition/accountability. First, with regard to hiring, it was clear from my interviews that
both managers and employees feel the lack of a "bench" is beginning to impact the quality of
performance. While I recognize and support the need to downsize the organization, I feel it is
also critical for the future success of the organization that we establish disciplined hiring
practices that allow departments to fill critical vacancies and to strengthen our talent pool. A
number of headquarters managers interviewed expressed concerns about being able to attract
internal talent with the necessary skills required for the current job demands. In order to more
effectively compete for both internal and external talent, and to build strong organizational
commitment, USPS should consider incorporating the following recommendations into its hiring
policies.
* USPS should explore mechanisms to streamline the hiring process to enable more rapid
hiring. Today's process, even when expedited, can take months to post, interview,
recommend, offer and hire an employee. When competing with private sector firms
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that can often make an offer to a qualified candidate at or very shortly after the
interview, USPS is disadvantage by its delayed process.
" As I described in Chapter Two, organizational "fit" is a critical element to an employee's
commitment. Managers should be trained in behavioral interviewing techniques
enabling them to more effectively identify the technical, behavioral, and cultural "fit" of
a candidate prior to selection. Incorporating team interviews by department personnel
is also an effective way to learn if the candidate is a match for the department and
organization.
* Establish an "early mentoring program" by matching a new employee with more senior
member of the team immediately upon their arrival. I have previously discussed the
power of mentors in building an employee's organizational commitment. By creating
this relationship early in the employee's tenure with an organization, they will become
socialized to the organizational culture more quickly, thus increasing their commitment.
It is important to note that these three recommendations extend beyond what many view as
the hiring process. This is precisely the point. The Postal Service needs to think differently today
to compete, after all hiring is of no value if employees cannot be retained.
Second, investment in employee training can pay huge dividends, but both the
employee and managers must be held accountable. While USPS has an extensive Learning
Management System (LMS) for on-line skills training, offers a series of leadership programs for
managers and executives, and sponsors external certified education programs, the topic of
training was discussed throughout my interviews. Interestingly, "lack of training" was ranked
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third to last as a turnover factor by former employees (Figure 4-6), yet it was a key primary
discussion point for former employees. Other than one former employee who left because his
manager refused to pay for him to get his MBA at Harvard Business School, the others aimed
their comments regarding training of their managers, arguing, "managers need to get in touch
with today's technology and my generation." At the same time, managers said they wanted to
offer new technical training to their current staff to enable them to meet new job demands or
to be more efficient in performing their duties. While both groups were clearly speaking from
two different perspectives, both are true to a degree. I offer the following recommendations in
an attempt strengthen the USPS training program thus improving employee retention.
" While, I believe USPS training offerings are very comprehensive, USPS should evaluate
the LMS offerings and program curriculums to ensure the latest skills, concepts and best
practices in each function and discipline are available.
" Annual training requirements should be re-established for both employees and
managers. Training in many organizations is one of the first areas cut during difficult
times; I would argue it is during difficult times that it is the most important. That said,
training for training sake does neither the employee nor the organization any good.
Within the annual requirement, employees should have the option to opt-out if they
choose not to participate; however, this action should be reflected in their training
record which should be considered when the employee is a candidate for new
assignments and/or promotion opportunities.
" As the growing open source community on the web clearly shows, individuals, when
given the opportunity, will freely innovate and share. Creating an internal knowledge
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sharing platform for all employees to contribute and use, is another means by which our
employees can learn and develop new knowledge and skills.
Third, and I think most important is recognition and accountability. None of the
recommendations I just offered will be effective if employees and managers are not rewarded
for success and held accountable for their actions. Like many organizations, USPS is very
successful at achieving its goals and objectives when clear metrics are established and
measured. In order to improve the recognition and accountability of aspects pertaining to
employee retention, USPS should establish a number of clear metrics for both employees and
management.
" Employee turnover metrics should be more readily available to managers, including
aggregate and detailed statistics (retirements, voluntary separations, transfers to other
agencies, etc.).
* Update the exit survey to request respondents to provide a ranking of the turnover
factors in order to ensure USPS has a current understanding of the key drivers of
turnover.
" Make use of the "Organizational Commitment Questionnaire (OCQ)" or a related
questionnaire to better understand current employee's organizational commitment on
an ongoing basis. This will also provide management with the ability to identify potential
"hot spots" of potential future turnover and implement mitigating strategies.
" Employee development ratings can be calculated for each manager based on the length
of time a new hire remains with that manager's department, remains with USPS and
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gets promoted. This would be a measure of a manager's success in developing talent.
This can be thought of as a legacy score. If a manager is successful at developing people
that go on to successfully develop other people everyone wins. If we truly believe
employees are our greatest assets, then we should hold managers accountable for
developing talent and reward their successes.
Establishing the metrics is only one component of an effective recognition system.
Incorporating this into the corporate pay-for-performance system would legitimize the
importance of employee retention and reward those who contribute to minimizing it. In
addition, it is important to provide managers the ability and flexibility to recognize significant
individual and team contributions even during difficult financial times. Recognition does not
always need to be monetary. In fact, public acknowledgement, small perks (attending senior
executive meeting, sitting next to the boss at meetings, lunch with a manager, special parking
spot, etc.), and often a simple 'thank you' for a job well done go a long way to improving
employee morale.
For longer-term consideration, I offer one final recommendations. Develop a "profit
sharing" five year vesting pool that combines employee and company contributions to be paid
at future employment milestones. Currently, the USPS pay-for-performance system pays out to
its employees a base pay increase and, for some, a bonus each year for that years contribution
to the organization. A new system would take a portion of the pay increase and bonus plus an
additional percentage contribution from the organization. If the organization makes a profit in a
given year, it pays some of it into the employees vesting account. The employee would then be
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eligible to receive that payout in a rolling five year cycle. So after five years, an employee would
get a payout every year if contributions have been made to their account each preceding year.
This system would link the employee's objectives to not just the current year's success but to
the long-term success of the organization. Many details would need to be worked out prior to
implementation. However, the objective is to provide a longer-term financial incentive for
employees to stay with the organization.
Future Research
As I described in Chapter Three, given the ubiquitous nature and size of the USPS both in
its operation and its administration, it is not reasonable to expect actual turnover rates or the
factors which influence those rates to be uniform across the entire organization. I focused this
study on USPS headquarters and headquarters related employees (or former headquarters
employees). Future research on employee retention in the USPS should focus on turnover in
different geographic field units, specific functional units (Finance, Operations, Marketing, etc.),
employee categories (bargaining and non-bargaining), job levels (EAS and PCES), job types, and
demographic segments (age and gender). Each of these potential research areas would provide
insight into key segments allowing USPS to better target employee retention strategies where
needed.
The findings discussed in Chapter Four and Five confirm that most aspects of the
academic research conducted in private sector firms also apply to USPS. Could these results
also hold in other government agencies? The mission, culture, business environment and
organization of USPS is no doubt different than many other government agencies but the
Page | - 86 -
question remains, what drives employee turnover in other agencies? How different or similar
may it be to the USPS?
Future research should focus on what turnover model (i.e., the unfolding model) best
fits other government agencies at national, state and local levels. Certainly more detailed study
of what leads employees to shift agencies is critical. Understanding inter-agency transfers
would provide important insight for government executives. Finally, research on the hiring and
retention of Generation Y (the millennial generation) in the Federal Government could provide
needed insight into the most effective management strategies to retain the best and the
brightest of the next generation of federal employees.
* * * * *
In conclusion, retaining high performing employees is critical to the success of any
business or government agency. The cost of implementing employee retention strategies aimed
at reducing voluntary turnover are small in comparison to the productivity loss and
replacement cost when top performers leave an organization. While most academic research
has focused on private sector firms, the case study of the USPS illustrates that many aspects of
this research are applicable to government agencies as well. As the world evolves, the skills,
capabilities, and leadership required to manage businesses and governments become more
complex and it is essential that both retain high performing employees. The current debate
regarding shrinking the size of the government does not eliminate this need; in fact it makes it
even more critical.
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Appendix
Figure 1 - Al: US Unemployment Rates
Source: http://data.bs.gov/timeseries/LNS14000000.
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Figure 1- A2: US Federal Deficit and National Debt
source: Deficit - http://www.usgovernmentdebt.us/spendinlg chart 2007 2O16USb XXslilllmcn GOf.
Source: Debt - http://www.usgovernmentdebt.us/spending chart 2007 2016USb XXslilllmcn HOf.
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Figure 1- A3: Total Mail Volume Decline 2007 - 2016
Source: USPSb, 2011, p. 22.
Source: USPS, 2012, p. 8.
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Figure 1 - A4: Comparing the Compensation of Federal and Private-Sector Employees
Source: Congressional Budget Office, 2012.
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Figure 2 - Al: Federal Government, Private Sector and USPS Separation Rates 2007-2011
Source: Federal Gov't & Private Sector - Bureau of Labor Statistics, 2012a.
Source: USPS - Corporate personnel database.
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Figure 2 - A2: Federal Government, Private Sector and USPS Turnover Rates 2007-2011
Source: Federal Gov't & Private Sector - Bureau of Labor Statistics, 2012a.
Source: USPS - Corporate personnel database.
2007 2008 2009 2010 2011
Federal Gov't 10.5 3.8 3 5.6 3.4
Private Sector 28.7 24.7 17.8 18.6 17.3
usPS Tota 1 1.4 4.7 7.4 5.1 9.5
uSPS Non-retirement 0.8 1.7 1.5 1.5 1.5
USPS / Federal Gov't/ Private Sector -Voluntary
35 Turnover Rates
25
20
15 -
10 -
0
2007 2008 2009 2010 2011
-+- USPS Total -S"' Federal Gov't - Private Sector
Source: Bureau of Labor Statistics & USPS Corporate Data
USPS Non-Retirement vs Federal Government
Total Voluntary Turnover Rates
12 -
10 -
8 -
6 -
4 3.4
2 - 1.5
0
2007 2008 2009 2010 2011
-4-USPS Non-retirement -- Federal Gov't
Page | - 91 -
Figure 2 - A3: The Employee Turnover Decision Process
Source: Mobley, 1977. p. 238.
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Figure 2 - A4: Age Distribution of Federal Workforce in 2010
Source: www.govloop.com, 2010.
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Figure 3 - Al: USPS Headquarters Turnover 2007-2011
Source: USPS corporate personnel data.
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Figure 3 - A2: USPS Exit Survey
'4rJ'L- Prtw L, rw - AK~Hd Ixi Pi~
Thk-r Viou 4cr lmr li~n uud t*F4JWA8n igtMU PO SmV6W A a 4*VW" W=Pk@Vumi
s~l~~140 U~ itMk vzaluu kvi fn at -0 OWV tfW~v&wUUPki11mJ McMrintw
1f w urcalbri md ittt w4f0* 05,
We& woubi *v pOU l&kft a IUW wqbq. W &Mn h fuObw~m# *OM1504 -09 timKBM
a~po4ftt Th Ici rd wIuto wdl bo kw.* Idend4 & M and *oIl ointy On~bro -an .
h.mdk am im on Am~iI WIF 1AMrimnK ;-0 W'p vowr rnprd
"oewn nUU &ccr.$w fftw~r opow forofty-
pfm Wak Idw 4m he 11r,~ lo
1* 1.1 - - A - f 4
~2~~P21J~ I
Page I -95 -
llypu IWA-M liry (#M- Isditr foo4klllso j 00, foifo4m,
Figure 3 - AZ: USPS Exit Survey - continued
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Figure 3 - A2: USPS Exit Survey - continued
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Figure 3 - A2: USPS Exit Survey - continued
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Figure 3 - A3: Personal Interview Questions - Former Employees
1. Please rank in order of most significant - the reasons that led to your departure (exhibit 1).
2. What could the Postal Service have done to change your mind?
3. Where did you go?
" Private Sector
* Other Federal Government Agency
" State or Local Government Agency
* Non-Profit
" Other
4. Are you happy with your decision?
5. If the opportunity presented itself would you return to the USPS?
6. Was turnover an issue in your department prior to you leaving?
* How much? (estimate)
* What % is from:
o Retirements (natural and early)
o Involuntary (dismissal)
o Voluntary (quits)
7. Had voluntary turnover rates remained constant, decreased or increased in recent years?
8. For the voluntary separations,
a. Where did the employees go? (Other agencies, private sectors, etc...)
b. Were they high performers?
c. Please rank in order of most common the reasons other employees gave you for their
departure (see exhibit 1)
9. Do you have any recommendations to improve employee retention?
10. Do you have any additional thoughts or comments you would like to include with regards to
retention?
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Figure 3 - A3: Personal Interview Questions - Former Employees - continued
Exhibit 1- Survey
Reasons You Left USPS
D Lack of career advancement
Dissatisfied with salary, pay for performance
Personal reasons
Lack of training
D Company Culture
F Business direction
D Did not feel challenged in job
D Dissatisfied with benefits (healthcoverage, leave, TSP)
Too many hours required
Work conditions / environment
Reasons Other Employees Provide for Leaving USPS
D Lack of career advancement
Dissatisfied with salary, pay for performance
Personal reasons
D Lack of training
D Company Culture
D Business direction
Did notfeel challenged in job
Dissatisfied with benefits (healthcoverage, leave, TSP)
D Too many hours required
D Work conditions / environment
Rank 10 = highest (most common) to 1- lowest (least common)
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Figure 3 - A4: Personal Interview Questions - Current Employees
1. Have you or someone close to you (friend) ever considered leaving USPS?
a. If so, why?
b. Why did you/they stay?
2. Please complete the survey in exhibit 1.
3. Is turnover an issue in your department?
a. How much? (estimate)
b. What % is from:
i. Retirements (natural and early)
ii. Involuntary (dismissal)
iii. Voluntary (quits)
4. Has voluntary turnover rates remained constant, decreased or increased in recent
years?
5. For the voluntary separations,
a. Where did the employees go? (Other agencies, private sectors, etc...)
b. Were they high performers?
c. Please rank in order of most common the reasons other employees gave you for
their departure (see exhibit 1)
6. Do you have any recommendations to improve employee retention?
7. Do you have any additional thoughts or comments you would like to include with
regards to retention?
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Figure 3 - A4: Personal Interview Questions - Current Employees - continued
Exhibit 1 - Survey
Reasons Other Employees Provide for Leaving USPS
Lack of career advancement
Dissatisfied with salary, pay for performance
Personal reasons
D Lack of training
D Company Culture
Business direction
Did not feel challenged in job
D Dissatisfied with benefits (healthcoverage, leave, TSP)
D Too many hours required
D Work conditions / environment
Rank 10 = highest (most common) to 1- lowest (least common)
Organizational Commitment Questionaire 1 2 3 4 5 6 7
Strongly Moderately Slightly Neither disagree slightly Moderately Strongly
Disagree Disagree Disagree or agree Agree Agree Agree
I am willing to put in a great deal of effort beyond what is
1 normally expected in order to help this organization be
successful.
2 I talk up this organization to my friends as a great organizationto work for.
I would accept almost any type of job assignment in order to
keep working for this organization
I find that my values and the organization's values are very
similar.
5 I am proud to tell others that I am part of this organization.
6 This organization really inspires the very best in me in the way
-of job performance.
7 I am extremely glad that I chose this organization to work for
over others I was considering at the time I joined.
8 I really care about the fate of this organization
9 For me this is the best of all possible organizations for which to
work.
Responses to each item are measured on 7 point scale: (1) strongly disagree to (7) strongly agree
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Figure 3 - A5: Personal Interview Questions - Management Employees
1. Have you experienced employee turnover in your department in the past 2 years?
a. How much? (estimate)
b. What % is from:
i. Retirements (natural and early)
ii. Involuntary (dismissal)
iii. Voluntary (quits)
2. Have voluntary turnover rates remained constant, decreased, increased in recent years?
3. For the voluntary separations,
d. Where did the employees go? (Other agencies, private sectors, etc...)
e. Were they high performers? Would you hire them back?
f. Please rank in order of most common the reasons the employee gave you for
their departure (exhibit 1)
g. Please rank in order of most common the reasons the you believe led to their
departure (exhibit 1)
4. Did you take any actions to retain any employee after they notified you of their decision
to leave the USPS?
a. If so, what actions did you take?
b. Were they effective at retaining the employee?
c. Why do you feel they were or were not effective?
5. On an ongoing basis how much time do you spend on employee retention issues?
6. Are you aware of the corporate retention strategies and policies available to you?
7. Beyond the corporate strategies, are you employing any policies or practices aimed at
reducing turnover in your organization?
8. Do you believe employee turnover is an issue
a. For your department? For headquarters? For USPS?
9. Have you or someone close to you (friend) ever considered leaving USPS?
a. If so, why?
b. Why did you/they stay?
10. Do you have any recommendations to improve employee retention?
11. Do you have any additional thoughts or comments you would like to include with
regards to retention?
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Figure 3 - A5: Personal Interview Questions - Management Employees - continued
Exhibit 1 - Survey
Reasons Other Employees Provide for Leaving USPS
Lack of career advancement
Dissatisfied with salary, pay for performance
Personal reasons
Lack of training
D Company Culture
Business direction
Did not feel challenged in job
Dissatisfied with benefits (healthcoverage, leave, TSP)
Too many hours required
D Work conditions / environment
Reasons Management Believes Employees are Leaving USPS
D Lack of career advancement
D Dissatisfied with salary, pay for performance
D Personal reasons
D Lack of training
Company Culture
Business direction
Did not feel challenged in job
Dissatisfied with benefits (healthcove rage, leave, TSP)
Too many hours required
Work conditions / environment
Rank 10 = highest (most common) to 1- lowest (least common)
Page I - 104 -
Figure 4 - Al: USPS Headquarters Age Distribution - March 2012
Source: USPS corporate personnel data.
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Figure 4 - A2: Motivating Factors for Why Employees Leave USPS - Exit Survey Results
Source: Exit Surveys of Former USPS Employees (n=48).
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Figure 4 - A3: Results from Organizational Commitment Questionnaire (OCQ)
Source: Personal Interviews with Current USPS Employees (n=10).
Organizational Commitment
Potential
Leavers
Likely
Stayers
BE EZE
1.0 2.0 3.0 4.0 5.0 6.0 7.0
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Table 2 - Al: Voluntary Turnover Costs and Benefits
Source: Allen, 2010, p. 51.
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Table 2 - A2: Organizational Commitment Questionnaire (OCQ)
Source: Mowday, Steers, Porter, 1979, p. 228.
TABLE I
Organizational Commitment Quesionnaric (OCQ)
Listed below are a series of statements thalt represent posible feelings that individuals might
have ahaut the company or organization for which they work. With respect to your own
feelings aboul the particular organization for which you are now working (company (tame)
please indicate the degree of your aare ment or disagreement with each statemet by
checing o tnef the seven alternalvin below each statement.
L. I am willing 10 put in a great deal ofeffort beyond lut normally ezxiecied in order to help
this org-anization be successful.
2. I 1tk up thmh urgeiiztion tLo my friends as a great organization to work for.
3. 1 feel very little loyalty to thi orpnizaution. (R)
4. t would accept almost ainy type of job assignment in order to keep workitg for this
organ"IZAxon.
5. I fid that my values and the organization's vales are very similar,
6. 1 am proud to tell others that I am part of this orgamaliow.
7. I cexuld jjr ;iv well he workt ag few a different organizamion as long as the lype of work
Was similar.- (R
8. This organizalion really inspires the very bcsi in me in the way of job perforrnance.
9. It would take very little chAntge in ry presens circumuatnceA to cause me to leave t his
orgamzalion. ( R)
10. I am extremely glad that I chose this organization to work for over others I was
considering at the time I joined.
I t, Thorv-n ne1 oo rnach 0 be , piin*4 t-y reking wihK this arganiztion indsennitely. (R)
12. Often. I find it difficult to agree with this organization's policies on important matters
relaiing to its employees, I R)
13. 1 re-aly carc about he fite of this ogantization.
14. For me this is the best of all possible organizations for which to work.
15. Deciding to work for this organization was a definite mistake on my part. 4R)
Mkrtpen 14 kauch Isom are maat d oJn a 7-poiant scale with r.cale point sarchors
labekd: 11 -;ITrongly disagree: (21 moderately disagree; 13) slightly disagree; (4) nettheT
disagree nor agree: 45) slightly agree; (6} 'moderately agrec; (7) strongly agree. An "R"
denotes a negatively phrased and reverse scored item.
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Table 2 - A3: Job Embeddedness Items
Source: Mitchell and Lee, 2001, p. 221.
FIT: Community
I. I really love the place whcre I live. 2.1 like the family-orincted environment of my community.
3. The community I live in is a good match for me. 4. 1 think of the community where I live as
home. 5. The area where I live offers the leisure activities that I like (e.g. sports, outdoors, cultural.
arts)
FIT: Organizaton
1. My job utilizes my skills and talents well. 2. 1 feel like I am a good match for this organization.
3. 1 fcl peuronally valued aut wwk. 4. I like my work sbchdule (.g. flextiue, Shift). 5. I fit widh
this organization's culture. 6. [ like the authority and responsibility I have at this company.
LINKS: Community
1. Are you currently married? 2. If you are married, does your spouse work outside the home? 3.
Do you own the bome you live in? (mortgaged or outright) 4. My family roots are in the
community where I live.
LINKS: Organization
t. How long have you been in your present position? (years)2. -How long have you worked for this
ORGANIZATION? (years) 3. How long have you worked in this industry? (years) 4. How many
coworkers do you interact with regularly? 5. How many coworkers are highly dependent on you?
6. How many work teams are you on? 7, How many work committees are you on?
SACRIFICE: Community
1. Leaving this community would be very hard. 2. People respect me a lot in my community. 3.
My neighborhood is safe.
SACRIFICE: Organization
1. I have a lot of freedom on this job to decide how to pursue my goals. 2. The perks on this job
are outstanding. 3. 1 feel that people at work respect me a great deal, 4. I would incur very few
cmst- if I left this organiation. 5. 1 would sacrifice a lot if I left this job. My promotional
opportunities are excellent here. 6. I am well compensated for my level of performance. 7. The
benefits are good on this job. 9. I believe the prospects for continuing employment with this
company are excellent
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Table 4 - Al: USPS Headquarters Turnover 2007-2011
Source: USPS corporate personnel data.
Separation Categories 2007 2008 2009 2010 2011 Total % of Total
Dismissal 195 165 66 25 155 606 17.5%
Death / disability 10 6 11 16 9 52 1.5%
Retirement 70 313 588 369 756 2,096 60.6%
Resignation 68 91 52 75 83 369 10.7%
Transfer to Another Agency 14 81 98 81 63 337 9.7%
Total Separations 357 656 815 566 1,066 3,4601
Voluntary Turnover Categories 2007 2008 2009 2010 2011 Total % of Total
Total Voluntary 152 485 738 525 902 2,802 81.0%
Voluntary (non-retirements) 82 172 150 156 146 706 20.4%
Total Separations 357 656 815 566 1,066 3,460
Voluntary Turnover Rates 2007 2008 2009 2010 2011 Total
Total Voluntary 152 485 738 525 902 2,802
Total Voluntary Rate 1.4% 4.7% 7.4% 5.1% 9.5% 5.5%
Voluntary (non-retirements) 82 172 150 156 146 706
Voluntary (non-retirements) Rate 0.8% 1.7% 1.5% 1.5% 1.5% 1.4%
Total Separations 357 656 815 566 1,066 3,460
Total Separations Rate 3.4% 6.3% 8.2% 5.5% 11.3% 6.8%
Total Headquarters Employees 10,496 10,337 9,975 10,342 9,450 50,600
Note: the total number of headquarters employees is a net of separations and hires during a given fiscal year.
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Voluntary
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Table 4 - A2: Results from Personal Interview Surveys
Source: Personal Interviews with Management, Current, and Former USPS Employees.
Reasons Other Employees Provide for Leaving USPS (n=35) Mean Min Max St. Dev.
Lack of career advancement 7.0 0.0 10.0 2.4
Dissatisfied with salary, pay for performance 6.5 0.0 10.0 2.8
Personal reasons 4.9 0.0 10.0 2.8
Lack of training 3.3 0.0 10.0 2.3
Company Culture 7.1 0.0 10.0 2.5
Business direction 7.4 0.0 10.0 2.3
Did not feel challenged in job 3.9 0.0 10.0 2.3
Dissatisfied with benefits (healthcoverage, leave, TSP) 2.9 0.0 9.0 2.4
Too many hours required 4.5 1.0 9.0 2.6
Work conditions / environment 6.3 0.0 10.0 2.9
Reasons Managers Believe Employees are Leaving USPS Mean Min Max St. Dev.(n=15)
Lack of career advancement 7.7 5.0 10.0 1.6
Dissatisfied with salary, pay for performance 6.9 3.0 10.0 2.4
Personal reasons 4.5 1.0 10.0 2.7
Lack of training 3.3 1.0 8.0 2.1
Company Culture 7.5 5.0 10.0 1.8
Business direction 8.1 5.0 10.0 1.8
Did not feel challenged in job 3.9 1.0 8.0 2.2
Dissatisfied with benefits (healthcoverage, leave, TSP) 3.2 1.0 8.0 2.2
Too many hours required 4.5 1.0 9.0 2.4
Work conditions / environment 5.5 1.0 10.0 2.9
Reasons Employees Left (n=10) Mean Min Max St. Dev.
Lack of career advancement 6.2 0.0 9.0 2.9
Dissatisfied with salary, pay for performance 4.9 0.0 10.0 2.6
Personal reasons 6.0 1.0 10.0 2.5
Lack of training 3.4 0.0 10.0 2.9
Company Culture 7.6 1.0 10.0 2.7
Business direction 8.1 5.0 10.0 1.6
Did not feel challenged in job 4.2 0.0 7.0 2.2
Dissatisfied with benefits (healthcoverage, leave, TSP) 3.4 1.0 7.0 2.2
Too many hours required 2.7 0.0 7.0 2.0
Work conditions/ environment 7.0 1.0 10.0 2.7
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Table 4 - A3: Tabulated Results from Personal Interviews
Source: Personal Interviews with Management, Current, and Former USPS Employees.
All employees No Yes Total
Is turnover an issue in your department? 9 16 25
% 36% 64%
Is turnover an issue at headquarters? 2 23 25
% 8% 92%
Management No Yes Total
Is turnover an issue in your department? 4 11 15
% 27% 73%
Is turnover an issue at headquarters? 0 15 15
% 0% 100%
Current Employees No Yes Total
Is turnover an issue in your department? 5 5 10
% 50% 50%
Is turnover an issue at headquarters? 2 8 10
% 20% 80%
Management No Yes Total
Are you aware of corporate retention strategies? 10 5 15
% 67% 33%
Did you take any action to retain employees? 4 5 9
% 44% 56%
How much time do you spend on employee retention? 23% 15
Former Employees No Yes Total
As a former employee, would you return to USPS? 3 7 10
% 30% 70%
All employees Management Employees Total Total Count
How much turnover has your department experienced? 19% 33% 27% 34
How much voluntary non-retirement turnover? 10% 19% 15% 35
All employees Same Increased Decreased Total
What is the trend in voluntary turnover? 10 25 0 35
% 29% 71% 0%
All employees Private Gov't Agency Split Total
Where did majority voluntary turnover employees go? 5 23 6 34
% 15% 68% 18% 0
All employees I Management Current EmpI Former EmpI Total
What percent were high performers? 81% 71% 77% 77%
All employees No Yes Not Seriously Total
Have you considered leaving USPS? 6 16 3 25
% 24% 64% 12%
Management No Yes Not Seriously Total
Have you considered leaving USPS? 4 8 3 15
% 27% 53% 20%
Current Employees No Yes Not Seriously Total
Have you considered leaving USPS? 2 8 0 10
% 20% 80% 0%
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